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The implementation of one of the major legislative reforms related to forestry in Finland 
during the past two years formed the background for this study. The 2011 Act on the 
Finnish Forest Centre in particular had a profound impact on structures and operations 
within the organization. This is the actual starting point of the process, which has led to the 
writing of this thesis. The Finnish Institute of Occupational Health (FIOH)
1
 was asked to 





There are two intertwining interests in the study: one is the organizational development of 
the Finnish Forest Centre and the underlying national importance of forestry to the Finnish 
national economy. The Change Workshops were conducted for the organizational 
development of the Finnish Forest Centre and the basic data for this research originate 
from those Change Workshop and from some related interviews.  
 
Another interest is the further development of the Change Workshop method and 
specifically the exploration of the emergence of expansive learning during the Change 
Workshop sessions. The Change Workshop method is based on the theory of expansive 
learning and the change laboratory method, all originating from the developmental work 
research methodology based on the cultural-historical activity theory (CHAT).
3
 I will 
explore more the different generations of CHAT in Chapter three. 
 
Organizations are facing challenges caused by globalized knowledge and innovation-
driven production; learning is triggered by rapid changes in product, service, production 
and business concepts, which must be managed. Expansive learning is one of many 
theories in organizational learning to assist in mastering all these kind of variations.
4
 The 
expansive learning theory aims to reconceptualise and reorganize entire collective activity 
systems. The starting point in expansive learning is that there are problems at work 
(contradictions) and there is a need to find some new novel solutions at work. Initially, it is 
still not known what the results will be. Finding means for learning and solving the 
                                                          
1 About the Finnish Institute of Occupational Health (FIOH) see http://www.ttl.fi/en/Pages/default.aspx Last accessed on 7 February 
2014. 
2 About the Finnish Forest Centre see http://www.metsakeskus.fi/briefly-in-english Last accessed on 7 February 2014. 
3 CHAT is also known as Activity Theory (AT). See e.g. Edwards, Anne 2011. 
4 In organizational learning theories and expansive learning at work see e.g. Dochy, Engeström, Sannino, van Meeuwen 2011. 
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problematic situation evolve during the expansive learning cycle process, which consists 
of different phases called: questioning, analysing, modelling, implementing, reflecting and 
consolidating. These theoretical concepts I will further analyse in Chapter 3.   
 
All research can be understood as intervening in the life of objects. In an intervention, the 
aim is to find out what could be done to change the existing unsatisfactory situation. In 
intervention research, developmental work research (DWR) provides one methodological 
model.
5
   
 
This is a case study; the Change Workshop is applied in one organization. It covers an 
entire cycle of five Change Workshop meetings from October 2012 to March 2013, 
including data of all processes from the initial pre-survey interviews to an evaluative 
meeting two months after the last Change Workshop meeting.  
 
In Chapter 2 below, I will first explore the background for this research: forestry in 
Finland and the historical development of the predecessors of the Finnish Forest Centre. 
The chapter will highlight the historical changes in public steering in forestry, which aims 
to facilitate the understanding of the wider national framework of the operational 
environment facing the Finnish Forest Centre. In Chapter 3, I will present the theoretical 
framework, the cultural-historical activity theory, the developmental work research, 
expansive learning theory, change laboratory and Change Workshop methods. In Chapter 
4, I will present the research questions and the research design. Research data and data 
analyses will be introduced in Chapter 5. Chapter 6 includes the findings from the analyses 
of emergence of expansive learning cycle in the Change Workshop and an exploration of 
how one developmental idea to ease the problematic work situations emerged and 
developed during the Change Workshop process. Finally, Chapter 7 provides some 






                                                          
5 More on interventions see e.g. Engeström 2011. 
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2 LEARNING CHALLENGES IN ORGANIZATIONAL CHANGES 
 
In this chapter, I have introduced some historical traces of organizational development in 
public services in forest management practices. The changes are based on legislative 
reforms and have determined the organizational structure and the object of work of the 
predecessors of the current Finnish Forest Centre
6
. Nowadays, also international 
conventions in forestry are important in forest-related policy making, but since it is not the 
main focus, this study excludes it.
7
 An overview of organizations active in the forestry 
sector is presented to highlight the multidimensional interests in forestry, which affects the 
work in the Finnish Forest Centre as well. Special focus is on the organizational changes 
of the predecessors of the present Finnish Forest Centre.  
 
Forest Centres have always been organizations providing public service and their 
operations are guided and regulated by legislation. Since acts and decrees are passed by 
Parliament, they are highly influenced by political decision making. The organizational 
changes and the shifts in forest policies mean top down approaches.  
 
The Finnish Forest Centre is a public developmental and execution agency covering the 
entire country.
8
 It is responsible for the sustainable management and use of forests, 
maintenance of their diversity and other tasks related to the promotion of forest-based 
livelihoods and ensuring promotion of knowledge management activities of forests. Tasks 
include also compliance with forestry legislation and management of other public authority 
tasks as assigned separately. The Finnish Forest Centre is subject to the strategic and 
management by results guidance of the Ministry of Agriculture and Forestry. The same 
ministry is also responsible for supervision of the Finnish Forest Centre. 
The Finnish Forest Centre is headquartered in Lahti and has 13 Regional Units.  The 
Public Services unit employs 640 persons in 2014.The Forest Services Otso (business unit) 
                                                          
6
 In the internet (http://www.metsakeskus.fi/briefly-in-english) the organization uses the name Finnish Forest Centre in English, so I 
have adopted that name for the organization since the latest legislative reform in 2011. Before that I have used the name of the 
organization as it appears in literature or in the translations of the acts.  
7 For more information on international influence on the reform of the Forest Act see e.g. 
http://www.metsatieteellinenseura.fi/files/sms/MTP2013/mekon-1_harrinkari.pdf Last accessed on 7 February 2014. 
8 The tasks are defined by the Act on the Finnish Forest Centre 6.5.2011/418.  
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employs some 250 persons. Nine different stakeholder organizations in forestry are 




One of the major recent changes introduced by the new Act on the Finnish Forest Centre in 
2011 was the strict separation of the Finnish Forest Centre’s activities into two units; 
Public Services and Forest Services Otso. The division into two units was already made in 
1995, but that has not been considered to be enough. EU competition regulations mean that 
these services must be completely separated in terms of functions.  
 
The Finnish Forest Centre, Public Services is mainly funded with government funds. State 
budget funding is €56 million in 2014 for the Public Services of the Finnish Forest 
Centre.
10
 The main tasks of the Public Services are: 
 To channel government financial support for private forestry for sustainable 
forest management 
 To advise on the financing and management of private forestry 
 To enforce the implementation of the Forest Act 
 To collect and to maintain data of forest resources covering the whole country 
 To promote sustainable forestry, both nationally and regionally 
 To develop and maintain the most comprehensive and up-to-date forestry related 
e-service Metsään.fi (http://www.metsaan.fi) 
 
 
2.1 Forestry is important in Finland    
Forest cover 76 per cent of the land area of Finland. Finland’s forests represent the 
country’s most significant renewable natural resource. Measured by the proportional share 
of forest land, Finland is the most forested country in Europe and Finland has the fifth 
largest wood resources in Europe, after Russia, France, Sweden and Germany. A total of 
23 million hectares is available for wood production, 60 per cent of this is privately owned. 
Forests are still an important source of both economic and social well-being for Finland. 
Forests have many roles as a source of wood-based products, energy, recreation and well-
                                                          
9 For the nominated members in the Board of Directors: http://www.metsakeskus.fi/c/document_library/get_file?uuid=0fdfc9be-d5e5-
47ba-acfc-c1838266a5ee&groupId=10156 Last accessed on 7 February 2014. 
10 In 2012 the budget was €58 million and the Public Services of the Finnish Forest Centre employed 675 persons, so there has been 
decrease in public funding as well as reduction of staff. Email communication from the Finnish Forest Centre 16 March 2014. 
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being, it is still considered to be of national interest to ensure that their benefits are utilised 
widely but also sustainably, and as such being a  forest owner is not only private business. 
(State of Finland’s Forests 2011:7, 15-17.) 
 
Forest is one of the dominating elements of Finnish nature and its diversity. Of the Finnish 
forests three million hectares are protected or under restricted use, which represents 13 % 
of the forest area. This is the highest share in Europe. (State of Finland’s Forests 2011:8.)  
The different interest groups are heavily lobbying, each for their own interest, concerning 
the use of forest resources, which has been apparent while reading on articles in 
newspapers on the revise of the Forest Act in 2013.
11
 Forests are also significant 
considering the need to combat and adapt to climate change. Forests contribute to the 
mitigation of climate change by sequestering carbon, but climate change also involves 
various new risks for forests. Forestry is not anymore only national policy making, the 
broad international dimension is affecting in the domestic politics and policy making in 
forestry, both in public and private sectors. (State of Finland’s Forests 2011.)   
  
In the past decades the amount of wood harvested has been below the growth, which 
means that the wood resources keep growing. Finland’s forests are currently growing at a 
rate of almost 100 million cubic metres of timber a year. Over the years 2000-2009 the 
amounts of round wood harvested from the forests averaged 59 million cubic metres a 
year, and the gross stumpage earnings were about 1,800 million euros, equal to 88 € per 
hectare of forest per year (State of Finland’s Forests 2011:8). About 90% of this timber 
was harvested for use in industries, including pulp and paper industry. Natural losses of 
wood during the same period averaged about 13 million cubic metres annually.
12
 (Ministry 
of Agriculture and Forestry.)  The prices paid for trees vary and have recently been very 
low and there is not much interest for logging on low level of income from forestry. 
According to the State of Finland’s Forests (2011:9, 75) the annual net result of private 
forests have varied between 53 € - 136 € per hectare during the past ten years. 
                                                          
11 See e.g. Helsingin Sanomat 15 December 2012. B:10; 16 December 2012, D:3;  5 January 2013, B:5; 28 January 2013, a:12-13; 4 
February, 2013, C:5; 9 February 2013, B:11; 26 February 2013, B:8; 3 April 2013, C:6; 8 May 2013, C:11; 15 May 2013, A:13;  17 May 
2013, C:11; 9 July 2013,A:22. 
12 For more information on the forestry in Finland, please see e.g. Internet pages provided by the Ministry of Agriculture and Forestry: 
http://www.mmm.fi/en/index/frontpage/forests.html  Last accessed on the 7 February 2014. 
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Private persons, ordinary Finnish citizens, own about 60% of all the forestry land. The 
Government owns 26%, companies 9%, and municipalities and parishes 5% of the Finnish 
forested area. (State of Finland’s Forests 2011:17, 73.) 
 
Private forest estates are relatively small, one estate being an average of 30 hectares. The 
number of private forest holdings of at least two hectares is about 347,000. One out of 
every eight Finns is a forest owner. Private forestry has a key role in Finland, because 
about 80% of Finnish wood used by the forest industry comes from privately owned 
forests. (State of Finland’s Forests 2011:17, 73.)13 
 
Since the forestry resources are in vital national interest, the forest sector is highly 
regulated and the forest owners are obliged to take care of their forests. Therefore the 
development of legislation regulating the use of forest resources and the different interests 
between the private forest owners, the state, as well as the different organizations active in 
the forest sector is important to be analysed and understood. The Finnish Forest Centre is 
one public authority to reinforce the legislative functions. The changes in regulations in 






2.2 Organizational development of the Finnish Forest Centre 
The Finnish Forest Centre is one organization among many other active actors in the forest 
sector. In Annexes 1-2 (List of stakeholders in forestry) some of the different stakeholders 
in forestry are listed. The list includes organizations representing the private forest owners 
such as the Central Union of Agricultural Producers and Forest Owners and the Svenska 
Lantproducenternas  Centralförbund SLC r.f. for Swedish speaking forest owners. The 
Forest Management Associations used to have the mandate to collect levies from forest 
owners, but that was abolished in 2014.
15
 There are small and large enterprises selling 
seeds and tree plants, and on the other end there is industry using the forest products. The 
labour unions whose members get their living related to the forestry are also important 
                                                          
13 For more information on the forestry in Finland, see e.g. Internet pages provided by the Forest Research Institute: 
http://www.metla.fi/metla/finland/finland-forest-owners.htm Last accessed on the 7 February 2014. 
14 On the legal framework and international commitments see e.g. State of Finland’s Forests 2011:26-30. 




actors, since in 2010 the forest sector provided employment to about 69 000 persons (State 
of Finland’s Forests 2011:9). Various NGOs, especially those having interest in the nature 
conservation have become more vocal in forestry related policy making and are 
influencing in the working methods of large enterprises. Since the forestry has national 
interest there are many governmental authorities involved, some of them have formed so 
called Consortium of Public Forest Organizations for regular co-operation. There is great 
number of permanent and provisional formally established steering groups, boards of 
directors and working groups where the policy making is shaped and various interests are 
more or less combined, and in which stakeholder organizations have cross-cutting 
representations. 
 
For example in the present board of directors
16
 of the Finnish Forest Centre the represented 
organizations include the following: Ministry of Agriculture and Forestry, Ministry of 
Employment and the Economy,  Centre for Economic Development, Transport and the 
Environment,  Central Union of Agricultural Producers and Forest Owners (MTK), Forest 
Owners’ Association in the Capital Region17, one regional council18, Finnish Forest 
Industries Federation, Finnish Sawmills Association and the employee representatives. 
This is the highest decision making body in the Finnish Forest Centre and may be said to 
represent the major stakeholders in forestry in Finland. 
 
The Ministry of Agriculture and Forestry also nominates regional advisory boards 
comprising of seven members for four years in each 13 Regional Unit of the Finnish Forest 
Centre. The members are representing the regional stakeholder organizations in forestry.  
  
Some of the historical crown and state interest to proclaim forests for their own interest is 
still unresolved conflict of property rights of the indigenous Sami people in Finland.
19
   
                                                          
16 Board of Directors: http://www.metsakeskus.fi/c/document_library/get_file?uuid=0fdfc9be-d5e5-47ba-acfc-
c1838266a5ee&groupId=10156 Last accessed on the 7 February 2014. 
17 Pääkaupunkiseudun Metsänomistajat PKMO r.y.: http://www.pkmo.org/pmwiki.php?n=Main.Esittely  
18 Regional Council of North Karelia: http://www.pohjois-karjala.fi/Resource.phx/maakuntaliitto/index.htx  
19 See e.g. Korpijaakko, Kaisa: Saamelaisten oikeusasemasta Ruotsi-Suomessa: Oikeushistoriallinen tutkimus Länsi-Pohjan Lapin 




http://www.iwgia.org/iwgia_files_publications_files/IA_2-96.pdf   
http://www.galdu.org/web/index.php?sladja=25&vuolitsladja=11&vuolitvuolitsladja=3&giella1=spa  
The historical development of the government regulations in forestry is dated back to the 1500 century as expressed by Metsähallitus:” 
In 1542 Gustav Vasa, the King of Sweden, which at that time also included Finland, proclaimed all uninhabited wilderness areas in his 
kingdom as belonging to God, the King and the Crown, thereby marking the beginning of state land ownership.” 
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According to Tikkanen, Hokajärvi and Hujala (2010:331) in forestry-reliant countries, like 
in Finland, where non-industrial private forestry dominates, state-supported forest 
management planning has been considered to be an effective instrument in the endeavour 
to encourage family forest owners to manage their forests in the interests of the national 
economy. The Finnish Forest Centre is the central agency to implement the state policies 
in forestry.
20
 In her dissertation “Developing the forest planning process – changes 
directed by the planning practices and their historical development in non-industrial 
private forest” Hokajärvi described the development of the government regulated forest 
planning in family-owned forest holdings from the beginning  of 1900 century (Hokajärvi 
2012:9-10). 
 
Tikkanen, Hokajärvi and  Hujala (2010) classified the following six transition phases in 
the development of forest planning directed into family owned forest holdings: 1) Forest 
management plans for individual holdings pre-1970’s; 2) Regional planning period (1970 
to the present); 3) Forest owners at focal point of planning (1980’s to the present); 4) 
Diversification of the objectives (1990 to the present); 5) Quality management system 
(2000 to the present) and 6) Service orientation (2005 to the present). This classification of 
developmental phases is based in the forest management planning work by forestry 
professionals, where the preceding organizations of the Finnish Forest Centre were the 
main organizations to produce the plans. The classification of the transition phases is 
further based on the historical types of work development presented by Victor and 
Boynton (1998:233) namely: 1) craft; 2) mass production; 3) process enhancement; 4) 
mass customization and 5) co-configuration. Each work type is characterized by particular 
knowledge formation and value propositions in organizations. However Hokajärvi 
(2012:22) stated that the end of the transition phases could not be recognized, the 
introduced changes in the forest management planning in each period have remained as 
part of the ongoing practices. The periods are also partly overlapping.  
 
                                                          
20 The reorganizations during the decades have meant changes in the name of the public organizations (subject) implementing and 
supervising the forestry related legislation, at present called Finnish Forest Centre, but that name dates back only to the beginning of 
2012. Before the 1970’s there were Forest Improvement District Boards (Metsänparannuspiiri) and 17 District Forestry Boards 
(Piirimetsälautakunta). These two organizations were merged in 1987 and were called Forestry Boards (Metsälautakunta). In 1995 the 
organizations were again reorganized and renamed into Forestry Centres20. The latest changes in the legislation changed the name into 
the Finnish Forest Centre, which meant that there is only one national organization, and the former independent 13 regional Forestry 
Centres were merged into one national organizational having 13 Regional Units. 
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While analysing the changes and interventions in the predecessor of the Finnish Forest 
Centre through the different decades, I am using the framework of the activity system 
model (Engeström 1987:87), which is one of the analytical tools used in the developmental 
work research. It provides a framework to organize the elements in organizational change 
situations. I will shortly present the activity system model here, although the development 
of the theoretical concepts I will introduce more in detail in Chapter 3. 
 
 
Figure 1.1 Activity system model. (Engeström 1987:87.) 
 
In the activity system model the Subject (actor engaged in the activities) in the Chapter 2 is 
represented by the predecessor of the Finnish Forest Centre. The shared Object means the 
objective of the activity system. Different kind of Instruments (tools) like computers, ICT 
systems are used at work.  In the work there are different kind of legislation, job 
descriptions or unwritten regulations, which provide framework for the work, the Rules. 
Community means other organizations, or professional groups who have interest, or share 
the same Object of work. Division of labour means what is being done by whom towards 
the object. 
 
On the Change Matrix (Table 2.1) at the end of this Chapter, the history of the activity 
system is presented in a table format, through which the current Finnish Forest Centre has 
developed.  
 
The following subsections are based on interviews, discussions in Change Workshop and 





2.2.1 District Forestry Boards (1967-1987)  
 
Subject and object of work 
 
The two major predecessors of the Finnish Forest Centre were the District Forestry Boards 
and the Forest Improvement District Boards from the late 1960’s until 1987. The District 
Forestry Boards were in charge of producing forest management plans for non-industrial 
private forests. The early 1970’s was characterized by holding-level procedures of plans 
and collection of data by one professional. The planning guidebook declared that “all 
formalism was undesirable in planning”. After the war (1939-1945) in the established 
resettlement plots the forest management plans were requested prior to logging. (Tikkanen, 
Hokajärvi, Hujala 2010:337.) 
 
The object of work for forestry professionals was to prevent overcutting the forests and 
setting restrictions in logging, as the first clause in the first paragraph of the Forest Act 
(1967:1§) stated that the forest may not be destroyed. 
 
As an interviewee stated the District Forestry Boards laid much emphasis upon the law 
enforcement Forest Act on private forest 
21
 during the 1970’s and 1980’s. During the early 
1980’s there were several legal proceedings in the courts on e.g. on the illegal logging of 
the forest. The law enforcement continued to be of core importance, when sphere of 
operations of the District Forestry Boards were enlarged in 1987.
22
 The leading precept 
was to get wood out of the forest and to secure continuous wood supply. It was in national 
interest to increase wood growing areas. New industrial plants were build, which needed 
increasing amount of wood for their raw materials. (Interview 1.)  
 
The 1970’s and 1980’s were characterized in the Forest Improvement District Boards by 
fundamental improvements  in forest management, e.g. by constructing road networks in 
the private woods to get the wood out of the forest, to help in planting new trees, and by 
                                                          
21 Forest Act (on private forest) Yksityismetsälaki 15.9.1967/412:  http://www.finlex.fi/fi/laki/alkup/1967/19670412  The 1st article of 
the Forest Act states:” Metsiä älköön hävitettäkö.” The forests may not be destroyed. It is interesting to note that the previous act was 
dating as far as to 1928; Forest Act on private forest 161/1928; (Yksityismetsälaki 11.5.1928/161) 
22 Laki keskusmetsälautakunnista ja metsälautakunnista 139/1987, 1§:”Yksityismetsätalouden edistämistä ja, sen mukaan kuin siitä on 
erikseen säädetty, yksityismetsätaloutta koskevien lakien noudattamisen valvontaa koskevia tehtäviä hoitavat keskusmetsälautakunnat ja 
metsälautakunnat. Yksityismetsätaloudella tarkoitetaan tässä laissa muuta kuin valtion harjoittamaa metsätaloutta.” 
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draining swampy lands for afforesting. The corporations needed wood for industrial 
production. However there started to emerge environmental issues and demand for 
multiple-use of forest adopted in the preparation of the Metsä 2000 programme in the 
1980’s, although in marginal terms.  
 
According to Hokajärvi (2012:23) the “craft work” by Victor and Boynton (1998:19-46) is 
characteristic during the pre-1970’s period. Forestry data were collected from one holding 
at a time by one forestry professional, who also constructed the forest management plan 
and delivered it to the forest owner (Tikkanen, Hokajärvi, Hujala (2010:337).  
 
 
Development of tools  
 
The holding specific forestry plan itself was a double-sided card, folded in half. The 
computer-aided planning applications started to be available by late 1960’s and were used 
mainly for forest planning on larger estates.  By mid-1970’s new ICT systems became 
available, which facilitated flexibility to use regionally collected data and to prepare 
holding-specific standardized forestry plans. Regional method of inventory was introduced 
to cover all holdings in the region during 1980’s. Focus was on group-extension 
mechanism and regional co-operation, not on individual owner, which according to 




The development of the ICT systems detached the work processes in the planning from 
each other so that during different seasons different work tasks were carried out: early 
spring was reserved for preparation of data collection, during spring, summer and autumn 
field work was carried out and in the wintertime the holding-specific forestry plans were 
prepared and delivered (exact process flow of planning). Different persons were involved 
in the different phases of work processes, planners made calculations (computing) and the 




                                                          
23 See Victor and Boynton 1998:47-68. 
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Legislative reforms in 1967  
 
Act on Forestry Boards (Laki metsälautakunnista 411/1967) was issued in 1967, which set 
the organizational structure and mandate. In 1967 Forest Act on private forest 412/1967 
was passed in the Parliament, which replaced the former 40 years old act dating from 
1928. It is to be noted that the Forest Act was covering only private forest. Also the 





Small community and clear division of labour 
 
According to the Interviewee 1, during the 1970’s and 1980’s the Ministry of Agriculture 
and Forestry was not directly connected to the operations of the District Forestry Boards. 
Metsähallitus
25
 had a department dealing with private forest owners. That Department was 
also guiding the Forest Improvement District Boards and the District Forestry Boards, and 
the Central Forestry Board Tapio on matters related to the private forest owners.   
The Forest Improvement District Boards were functioning under the Central Forestry 
Board. For the independent District Forestry Boards, the Central Forestry Board was a 
negotiation partner in transferring the state funding and in guiding the operations. The 
District Forestry Boards had Board of Directors, which were decision making body on the 
strategies and budgets. 
 
During the 1970’s and 1980’s the division of labour was defined either by legislation or by 
tacit understanding among the organizations in forestry. Monopolization of the forestry 
operations was very characteristic during the 1970’s: the Logging Association 
(Savottayhdistys) was in charge of the stand marked for cutting; the District Forestry 
Boards did law enforcement and forest planning, the Forest Improvement District Boards 
were in charge of road construction, etc. measures to get the wood out from the forest and 
have new areas for afforestation, the corporations were buying the wood. Funding was 
secured for the Forestry Boards by the state budget and by the supplementary budgets, and 
there was plenty of staff in the offices. (Interview 1.) 
                                                          
24 Forest Improvement Act 413/1967. Metsänparannuslaki 15.9.1967/413 
25 Metsähallitus: http://www.metsa.fi/sivustot/metsa/en/AboutUs/Briefintroduction/Sivut/ABriefIntroductiontoMetsahallitus.aspx  
13 
 
2.2.2 Forestry Boards (1988-1994)  
 
“Forest owners at focal point of planning” by Tikkanen, Hokajärvi and Hujala (2010:339) 
is based on the premise that the quality of forest management by private forest owners is 
dependent on how well they know their forests, so the customer feedback was important.
26
 
Individual extension services became prevailing practice during the 1980’s and holding –
based personal meetings were arranged. Forestry plans were also improved by new ICT 
systems and applying workers’ experiences in process development. This is corresponding 
to the process enhancement at work by Victor and Boynton (1998:69-89). 
 
 
Subject and object of work 
 
Independent Forestry Boards were created in 1987. There was a light shift in the concept 
formation of the functions in the Forestry Boards. The forest plans for private forest 
owners continued to be subsidized by state funding and a major focus at work was to 
promote forestry master plans for the forest owners. The personal contacts with the forest 
owner were considered to be important. (Tikkanen, Hokajärvi, Hujala 2010:339.) 
 
A new concept change in forestry started to emerge: the 1980’s was the beginning of 
arising criticism towards “one school” forestry management, especially organizations 
active in conservation  and environmental protection  were criticising the official policy of 
clear-cutting the forest and demanded  instead light selection felling. They were also 
critical towards the enforcement of logging in mature forests. Time by time the criticism 
led to multiform and varying patterns, multifaceted forestry and including environmental 
values in forestry. 
 
According to Tikkanen, Hokajärvi and Hujala (2010:339) the diversification of the 
objectives and multiple-use in forestry were adopted in the preparation of the Forest 2000 
programme. A new concept “sustainability” was incorporated in the strategic planning 
after the Rio Declaration on Environment and Development in 1992. 
                                                          
26 According to Hokajärvi (2012:23) there had been a research done upon the forest owners during 1970’s and the results of that turned 
the focus on the forest owners in forest management planning and in counselling in forestry. 
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Development of ICT systems 
 
A new ICT-programme called TASO was introduced to assist in consultation of forest 
owners in the 1980’s. It provided more explicit print-outs and produced alternative 
calculations. The information processing was decentralized to the regions, which was very 
demanding for the staff. (Tikkanen, Hokajärvi, Hujala (2010:339.) According to Hokajärvi 
(2012:23) the changes in the forest planning by using the new ICT systems were taking so 
much time to adopt and learn about that the new opportunities and possibilities to consult 
forest owners with all the new information gained were not realized. 
 
The further diffusion of information technology and computers took place all around 
during the 1990’s. Changes in information processing systems were introduced, e.g. a new 
information processing systems in forest planning like geographic information system 
(GIS) for personal computers and Solmu/Luotsi
27
 were introduced, which replaced the 
former system called TASO (Hokajärvi 2012:23).  The new geographic information 
system facilitated forest management plans, which could have different emphasis based on 
game, landscape, recreation or environment. The computerization was aimed to improve 
the management of planning and effectiveness.  (Tikkanen, Hokajärvi, Hujala (2010:340.) 
 
Some of the systems turned out to be a total failure and were replaced by new systems. 
The ICT systems and programmes were mainly designed by external consultants and 
companies. In practice there were manual- and technical systems in parallel use, which 
caused additional work and mishmashes. (Interview 1.)  
 
The legislative changes requested that during field visits more detailed information was 
collected in the forests and it had to be processed as well. The previous data management 
programme had been based on the trees and logging. That meant much new learning 
efforts for the staff. The ICT system changes caused further challenges to the computer 
hardware, in which the capacity was not sufficient to run the new programmes. That 
caused the work to proceed very slowly. (Interview 3.) 
 
                                                          
27 That system has recently been replaced by Aarni in 2012, which is based on the remote sensing methods to collect information on 
forest resources, a new method altogether. 
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New legislative reforms and new division of labor 
 
In 1987 there was a large legislative reform in forestry. The Forest Improvement District 
Boards and the District Forestry Boards were merged to independent Forestry Boards 
(Metsälautakunta),
28
  which continued to receive state budget funding through Central 
Forestry Board Tapio.  
 
According to one interviewed manager the merging of the two organizations was much 
opposed among forest professionals and experts working on the field level. The Forest 
Improvement District Boards considered themselves to be very effective in working, and 
their units were small; they did not want to join the District Forestry Boards and share their 
tasks. (Interview 1.)  
 
The background for merging the two organizations was that the changes in the emphases 
in forest policies were leading away from the improvement and enlargement of forestry, 
which meant less working opportunities in the Forest Improvement District Boards. 
(Interview 1.) 
 
After the reform (1987) there were altogether 19 Forestry Boards assigned by the Decision 
of the Council of State. For the Central Forestry Board Tapio legislative reform meant that 
it did not have any local operational units of its own in field work when the  Forest 
Improvement District were merged into the Forestry Boards.
29
 The merges meant also 
reduction in staff in the Central Forestry Board Tapio.  (Interview 1.)  
 
The economy in Finland fell into deep recession in the beginning of 1990’s. The funding 
became tighter and demands for intensification of operations were presented.  Many 
Forestry Boards could not manage without large lay-offs of personnel. Some of the 
Forestry Boards were merged, so that by the end of 1990 there were 13 (District) Forestry 
Boards left, having in average 75-80 employees. 
 
                                                          
28 Laki keskusmetsälautakunnista ja metsälautakunnista 139/1987. http://www.finlex.fi/fi/laki/alkup/1987/19870139. 
Valtioneuvoston päätös keskusmetsälautakunnista ja metsälautakunnista 439/1987. http://www.finlex.fi/fi/laki/alkup/1987/19870439  
Last accessed 7th February 2014. 
29 Laki keskusmetsälautakunnista ja metsälautakunnista 139/1987. http://www.finlex.fi/fi/laki/alkup/1987/19870139 Last accessed 7th 
February 2014. Valtioneuvoston päätös keskusmetsälautakunnista ja metsälautakunnista 439/1987. 
http://www.finlex.fi/fi/laki/alkup/1987/19870439 Last accessed 7th February 2014. 
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The Forest Improvement Act in 1987
30
 replaced the former act dating back from the 
1967
31
 in provision of state funding to private forest owners in forestry.  
 
A national strategy for forestry “Forest 2000-programme” was published in 1986. 
Diversification of the objectives by multiple use of forest resources and sustainability were 
included in the Forest 2000 national forestry strategy paper, although the major emphasis 
was still on the securing favourable preconditions for practicing forestry, to safeguard 
forestry-based jobs, forest biodiversity and sustainable yields (Tikkanen, Hokajärvi, Hujala 
2010:339).  
 
The international conventions started to have impact. The United Nations Conference on 
Environment and Development (UNCED) took place in 1992 in Rio de Janeiro and 








The Central Forestry Board Tapio directed the Forestry Boards until 1997. Finland joined 
the EU in 1995 and all the forest related legislation was reshuffled. The Forestry Boards 
were co-operating and guiding the local Forest Management Associations (FMAs)   and 
wood product industry. 
 
In the eclectic mixture of actors in the forestry sector and among the public organizations 
there are overlapping activities. The Finnish Forest Research Institute (Metla)
33
 introduced 
in 1990 a tool for stocktaking of national forest resources (valtakunnan metsien inventointi 
-MVMI)
34
 as a first country in the world. There has been competition between the Metla 
                                                          
30 Forest Improvement Act 140/1987. Metsänparannuslaki 13.2.1987/140.  http://www.finlex.fi/fi/laki/alkup/1987/19870140. 
31 Forest Improvement Act  413/1967. Metsänparannuslaki 15.9.1967/413. 
32 See e.g. http://en.wikipedia.org/wiki/Earth_Summit for further references. 
33 The Finnish Forest Research Institute (METLA) http://www.metla.fi/index-en.html. METLA publishes Finnish Statistical Yearbook 
of Forestry and in the 2012 publication it is stated that the Chapter 1 contains the latest information on Finnish forest resources by 
region, based on the 11th National Forest Inventory (http://www.metla.fi/tiedotteet/2012/2012-12-13-statistical-yearbook.htm).  
The Finnish Forest Research Institute (METLA), MTT Agrifood Research Finland 
(https://portal.mtt.fi/portal/page/portal/mtt_en/mtt/about) and the Finnish Game and Fisheries Research Institute 
(http://www.rktl.fi/english/) will be merged by the  beginning of 2015 into one research institute. 
34Information on forest resources: http://www.metla.fi/ohjelma/vmi/vmi-moni.htm (in Finnish) http://www.metla.fi/ohjelma/vmi/vmi-
moni-en.htm (in English) 
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and the Forestry Boards on collecting and selling the stocktaking of forest information for 
different clients in the forest sector. 
 
 
2.2.3 Forestry Centres (1995-2010) 
 
New subject formation 
 
A new Act on the Forestry Centres and the Forestry Development Centre Tapio was issued 
in 1995,
35
 which transferred the authority of guiding the regionally based Forestry Centres 
from the Central Forestry Board Tapio and Metsähallitus directly under the Ministry of 
Agriculture and Forestry. Each Forestry Centre had a Board of Directors, which approved 
the budget, financial statement, annual report, strategy plans and any matters of major 
importance. In practice the operations in the regional Forestry Centres remained very 
independent. 
 
The activities in the Forestry Centres were divided into Public Service Unit and a Business 
Unit in 1996, “there became like a wall between the units” (Interview 1). This was based 
on the EU regulations to promote competitiveness.
36
 There remained e.g. some commonly 
shared information systems for both units in the Forestry Centres and both units were 
located in the same premises in some regions, which caused criticism among private sector 
enterprises in forestry. They claimed that the Business Units of Forestry Centres had an 
advantage of having access to the information on forest resources of private forest owners 
from the Public Service Unit.
37
 The Forestry Development Centre Tapio loosed all 
authority in the management of the Forestry Centres and its main function remained to 
provide developmental services in forestry sector. 
 
After the economic recession years (1990-1993) new emphasizes on the forestry planning, 
needs to improve quality and cost-effectiveness were presented (Tikkanen, Hokajärvi, 
                                                          
35 Act on the Forestry Centres and Forestry Development Centre Tapio 1474/1995. 
http://www.finlex.fi/en/laki/kaannokset/1995/en19951474.pdf. 
Laki Metsäkeskuksista ja metsätalouden kehittämiskeskuksesta 1474/1995. http://www.finlex.fi/fi/laki/alkup/1995/19951474  
36 See more on the EU and completion: http://ec.europa.eu/competition/index_en.html Last accessed on 21 February 2014. 
37 This was one of the arguments used by one private forest owner in his complaint to the EU commission, which lead to comprehensive 
ongoing changes in the forest related legislation in late 2010’s. Lehto-Isokoski, Hanna 2013: Metsänomistaja selätti valtion. Makasiini 
2013 (1):5-8). http://www.metsälehti.fi/Global/Metsalehti/Lehdet/pdflehdet/2013/makasiini_1-13.pdf  
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Hujala 2010:340). The financing of the operations in the Forestry Centres was becoming 
time by time more challenging. The Public Service Unit set different fees on clearances, 
licences or remission of forestry levy to be charged from the clients to cover the expenses.  
Introduction of different service fees made clients reluctant to ask for the services. 
Reduction of staff had set more limits in organizational development. In addition to the 
budgetary funding other external financial sources were increasingly searched for. In 
general the funding started to be more based on project based funding. There were projects 
invented to develop counselling of forest owners, improving forest planning, utilization of 
energy wood and environment related projects, which were funded by EU-programmes. 
 
The organization of training for stakeholders, especially for companies and corporations, 
provided financial income for the Business Units, e.g. ABC-training courses for forest 
owners were organized by the Business Units. All the external finances was welcomed, 
especially since the administrative reforms and need for increased staff training meant 
diminishing operational budgets for the Forestry Centres, although the state budget 




Object of work 
 
Diversification of the objectives to the previously prevalent importance of promoting 
supply of wood emerged by the legislative reforms: the usage and utilization of wood, 
provision of forest plans, forest improvement, and the law enforcement were among the 
core operations in the Forestry Centres. Knowledge generation and sustenance of the forest 
plans had increasing importance for the Forestry Centres. Regional / provincial forestry 





During 1998-99 a new national forest programme
38
 was created, which facilitated 
additional funding to the Forestry Centres and provided an opportunity for staff 
recruitment first time after the financially tough years. (Interview 3.) 
 
 
New ICT systems 
 
In 1995 Finland joined the EU and that lead to the introduction of programme based 
development in forestry. Much more emphasis was laid upon environmental issues and on 
environmental values. The sphere of forest policies shifted from national to international 
scene. 
 
A new forest planning on regional level, in co-operation with other regional organizations, 
was instructed by the new Forest Act (4 §) in 1995. The planning cycle was for 10 years.  
Much emphasize was laid to increase the number of forestry plans for private forest 
owners and to take into account the multifaceted recommendations for forestry. 
 
New policies and concepts were introduced in the official forest policies, e.g. the 
biological diversity of the forest nature and habitants of special importance.  
 
The budgetary support through Act on the Financing of Sustainable Forestry was one of 
the instruments to direct the official forestry policy and motivate the forest owners in 
forestry according to the public interests. 
 
In the end of 1990’s new ICT systems were created for the Forestry Centres.39 KeMeRa 
(information transmission system related to the Act on Financing Sustainable Forestry) 
was in use in 2000.  The latest system VIRTA for field inspections related information 
processing system was taken into use in 2001. All the information processing systems are 
under constant updating and when there are changes in legislation, it means changes into 
the ICT systems. (Hokajärvi 2002:473-478.) 
                                                          
38 Kansallisen metsäohjelman ympäristövaikutusten arviointi. Loppuraportti 17.9.1999.   
http://wwwb.mmm.fi/kmo/asiakirjat_raportit/kmoyva.pdf  
39 Siirtotiedostojen tuottamiseen tarvittavat schemat ja esimerkit http://www.metsakeskus.fi/siirtotiedostojen-tuottamiseen-tarvittavat-
schemat-ja-esimerkit. http://www.metsakeskus.fi/asiointi-ja-lomakkeet/taimikon-perustamisilmoitus-ammattilaiset  
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During 2004-2005 was a huge leap, when  databases were created so that the information 
is available to the customers anywhere in the country, not just in the region where the 
forest owner has his or her forest growing. Previously the information used to be 
decentralized in the 13 independent Forestry Centres and there was no access outside the 
regional offices to the databases.  
 
In 2002 euro replaced the former currency mark in the financial administration, which 
meant changes in all information processing systems, which was a huge cross-cutting 
change. 
 
The environmental policies, sustainable economic, social and ecological development, 
training of stakeholders and drawing up various criteria e.g. for the quality system were 
added in the activities. Introduction of new working methods, like remote sensing using 
helicopters or small planes, or remote sensing by satellites changed the content of the work 
for some professionals. The field investigation in forests has drastically decreased in 
mapping the forest resources, due to the development of new tools like remote sensing. On 
the other hand the invention in the forests by foot was very time consuming and the 
possibilities for area mapping were very limited due to the lack of personnel so the new 
remote sensing meant production of manifold information. This had impact on the forest 
planning. In 2009 still less than half of the forest owners had bought forest management 
plans, which were less than 10 years old, even if the prices were heavily subsidized 
(http://www.metla.fi/hanke/3521/tuloksia-1.htm).  
 
Quality management system is characterized by improvement in quality management and 
cost-effectiveness. One of the major changes in operations was the development of 
certified quality management- and environmental management systems in the Forestry 
Centres in the beginning of 2000. Tikkanen, Hokajärvi and Hujala (2010:340) emphasized 
that the adopted ISO-quality standards obliged the Forestry Centres to focus on feedback 







Legislative reforms  
  
In 1995 a new Forest Act
40
 replaced the former Forest Act from 1967, which had been 
effective for 28 years, although other legislation in forestry had changed more frequently. 
The new Forest Act was a general law covering both the public and privately owned forest. 
Earlier there was separate legislation based on the different categorization of ownership, 
and the former Forestry Boards had law enforcement mandate only upon private forest 
owners. The new law enforcement tasks in the Forestry Centres were enlarged to cover the 
public and corporate owned forests, e.g. the Metsähallitus in managing the publicly owned 
forest resources, became under the Forestry Centres. (Interview 1.) 
 
The new Forest Act emphasized the sustainability and development of the diversity of 
nature in forest and this change in concept formation in forestry was included in all forest 
related legislation. It also meant that the staff in the Forestry Centres had to implement the 
new approach into practise in the field. Massive surveys and inventories on the habitats of 
special importance in all private forests were carried out, which took about 3-4 years. It 
was facilitated by project funding. (Interview 3.) 
 
It is important to note that the new Nature Conservation Act
41
 was also passed in the 
Parliament in 1996, which had to be taken note of in the Forestry Centres. The act 
transposed into Finnish law several European Council Directives, including topics  like the 
flying squirrel and Nature 2000 network, which all have caused various public disputes 
and discussions ever since.  While planning and mapping the forest resources, the Forestry 
Centres had to follow more different kind of legislation and changes in the legislation, 
which were originating outside the country.  
 
Another new concept, sustainability, and development of landscape in forestry, started to 
emerge. The logging and other actions in forestry were to be done e.g. in such a way as not 
                                                          
40 Forest Act 1093/1996; http://www.finlex.fi/en/laki/kaannokset/1996/en19961093.pdf.  
In the first paragraph it was stated: ”The purpose of this Act is to promote economically, ecologically and socially sustainable 
management and utilisation of forests in order that the forests produce a good output in a sustainable way while their biological diversity 
is being maintained.” 
Metsälaki 12.12.1996/1093. http://www.finlex.fi/fi/laki/ajantasa/1996/19961093. 
41 Nature Conservation Act 1096/1996. http://www.finlex.fi/en/laki/kaannokset/1996/en19961096.pdf  
Luonnonsuojelulaki 20.12.1996/1096. http://www.finlex.fi/fi/laki/ajantasa/1996/19961096  
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to destroy the landscape view.
42
 These concept changes in forestry meant a lot of learning 
requirements for the staff. (Interview 3.) 
 
Budgetary funding for forestry, the Forest Improvement Act from 1987, was also reformed 
in 1996, now its scope was enlarged to be Act on the Financing of Sustainable Forestry (in 
Finnish: KeMeRa - Kestävän metsätalouden rahoituslaki)
43
. The major policy change 
included in the new KeMeRa act was that state support for environmental investments in 
forestry was included as eligible criteria for applications, which enlarged the coverage of 
the funding opportunities in forestry. The share of funding for environmental activities has 
increased in the KeMeRa-budget line. This meant that e.g. the forest owner could be paid 
if he/she left some part of his/her forest untouched in natural state, if the area was 
considered to be “habitats of special importance”.   The contract was initially for 10 years 
and could be prolonged by a new agreement.  
 
The dissemination of information on changes in the KeMeRa-funding regulations and 
implementation of the new Forest Act took years by the Forestry Centres, and much 
training was provided for the stakeholders.  
 
 
Development of work practices 
 
At the end of 1990’s the implementation of large legal reforms including the new 
organization, new Forest Act, finances and the introduction of new concepts in forestry, 
and new information management systems meant a long learning process for the staff to 
master the new working environment. Training was one of the major methods in 
organizational development.  
 
While being trained in the implementation of the new regulations, on the other hand the 
staff in the Forestry Centres was providing training for the Forest Management 
Associations, companies, contractors etc. on the changes in forest management 
                                                          
42 Forest Act 1093/1996: Chapter 2: Felling and regeneration of forest. 
43 http://www.metsavastaa.net/valtion_tuetyksitysmetsataloudelle.   
Act on the Financing of Sustainable Forestry 1094/1996. http://www.finlex.fi/en/laki/kaannokset/1996/en19961094.pdf. 




regulations. All the staff in the Forestry Centres was involved in the implementation of the 
new forest policies in practice among all related partners.  
 
The work in the regional offices had been mainly based on work communities responsible 
for certain areas, which were led by Professional Foresters. During the 2000’s team based 
organization models were introduced, in which the membership was determined by 
function, not by an area. The experiences by employees were many faceted, some were 
satisfied with the team based organizations, and others considered it to be a failure.
44
 The 
teams had set targets, and bonus payment systems were introduced. The bonus payments 
were based e.g. on the areas covered in field work and services sold to customers. 
(Hokajärvi 2012:24.) 
 
During the 2008-2009 a remarkable reshaping was implemented in the administrative 
services in the form of outsourcing. In the financial administration e.g. the bookkeeping 
and calculation of pay were outsourced centrally, even though there still remained the 13 
independent Forestry Centres. In the implementation phase all was tangling, since each 13 
Forestry Centres has had its own systems, and to unify the procedures with one service 
provider has not been a simple task. Also the service provider has a network of 
subcontractors, since the financial administration of the Forestry Centres has a great 
variety of special features, due to all different forms of activities and public financial 
regulations. Now when the Forestry Centres are merged, and the organization of the 
administration of the Finnish Forest Centre is under way, the outsourcing has new 
possibilities since the administrative services are centralized. (Interview 2.) 
 
 
Community politics and new division of labour 
 
According to one interview there was heavy lobbying to have the Forestry Centres under 
the Forestry Development Centre Tapio in 1995 (Interview 1). 
 
The role of the Ministry of Agriculture and Forestry grew further. Since 1996 the Ministry 
of Agriculture and Forestry  held annually “management by objectives” negotiations 
                                                          
44 Some comments for and against the former team organization were expressed during the Change Workshop sessions as well. 
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including review (evaluation) of the annual reports, financial statements and plan of action 
and budget for the next year directly with each of the 13 (regional) Forestry Centre.  
 
The Forestry Development Centre Tapio was a core player in the implementation of 
reforms by promoting external support for the development of the Forestry Centres. Co-
operation between the Forestry Centres was created to cover larger areas.  
 
The establishment of the Finnish Environment Institute (Suomen Ympäristökeskus - 
SYKE)
45
  and its regional 13 offices, in 1995, brought the environmental issues more into 
operations. There were expectations from the SYKE for more attention to the law 
enforcement of the Nature Conservation Act, although it was not on the mandate of the 
Forestry Centres. (Interview 1.) 
 
Some of the Forest Management Associations, and especially the very powerful lobbying 
organization - the Central Union of Agricultural Producers and Forest Owners (MTK), 
resisted the changes in the state support in forestry, especially the limitations of using the 
resources in forestry declared to have importance for nature conservation or protection, 
whereas the NGOs like the Finnish Association for Nature Conservation (FANC) and 
WWW Finland,  were more supportive for the  new   Act on the Financing of Sustainable 
Forestry and the Forest Act. The forest corporations were careful for not to purchase trees 
from the areas declared to be habitats of special importance, since there was fear of 
negative public attention, which could easily be provoked by NGOs. (Interview 1.) 
 
A reform in the Forest Management Association Act in 1998
46
 replaced the former act 
dating from the 1950’s. The relationships with the local Forest Management Associations 
(FMAs) changed. In some regions FMAs were held as clients and co-operation partners 
with whom there continued to be tacit agreements on the division of labour. In some 
regions the FMAs became competitors, especially for the business units of Forestry 
Centres, whereas the Public Service Unit of the Forestry Centres continued to oversee the 
operations of FMAs on the use of the levies based funding, which FMAs tried to resist. 
                                                          
45 For more information: Finnish Environment Institute (SYKE). http://www.ymparisto.fi/default.asp?contentid=427304&lan=EN  
46 Forest Management Association Act 534/1998. http://www.finlex.fi/en/laki/kaannokset/1998/en19980534.pdf   
  Laki metsänhoitoyhdistyksistä 10.7.1998/534. http://www.finlex.fi/fi/laki/ajantasa/1998/1998053  
  Laki metsänhoitoyhdistyksistä 558/1950. http://www.finlex.fi/fi/laki/alkup/1950/19500558  
  Forest Management Associations (FMAs). http://www.mhy.fi/mhy/english  
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Both the Forest Management Associations (FMS) and the Forestry Centres were mainly 
funded by public funding and had some overlapping sphere of operations. The Forestry 
Centres (Public Service Units) received funding directly from the state budget and the 
FMSs received funding from the forestry levies paid by the private forest owners.  Both 
organizations were selling services to the private forest owners on state subsidized prices, 
which caused outcry among private sector companies, which were selling their services in 
forestry related matters, and were competing with both the Forestry Centres and FMAs. 
(Interview 1.) 
 
The year 2000 was not only a beginning of new millennium for the Forestry Centres. Time 
by time there has been changes among the forest owners which impacted the know-how 
and knowledge about forestry.  The importance of forest has different meanings and 
importance for the new generation of forest owners compared to the previous generations.  
According to Tikkanen, Hokajärvi and Hujala (2010:341) customer segmentation was 
introduced in providing the forest planning services, including service modularization and 
diversification. It was based on two broad classifications of forest owners; those who knew 
well their forest, and those who were familiarizing themselves with their forest property. 
This is corresponding to the mass-customization by Victor and Boynton (1988).
47
 
There has been a noticeable increase of players and interest groups involved in the forest 
related activities and policy making. The number of service providers in forestry has 
increased and a market for forestry services has developed. Characteristic for the 
beginning of the first decade of 2000 was that provincial networking initiatives were 
created to promote wood production, usage and utilization of wood as well as 
advancement of forestry. There was more integration of activities in the Forestry Boards 
into the developmental activities in the provinces and increase in participation in the 
municipal organizations. 
 
New regional forestry programmes were created and implemented by the Forestry Centres. 
New forms of usage of forest resources were presented, like the potential of bio-energy, 
which started to raise interest. 
                                                          
47 Beginning of service orientation meant efforts to develop all planning for service products based on customer segmentation, service-
modularization and diversification based on Internet-based services. According to Tikkanen, Hokajärvi, Hujala (2010:341) the 




2.2.4 Finnish Forest Centre (2011-)  
 
Globalization has had strong impact in forestry in Finland. The end of the first decade in 
2000 was characterized by decreasing utilization of wood, since the wood processing 
industries were closing down plants in Finland.  
 
There have been changes in using the forest resources among forest owners: more interest 
has been expressed for voluntary forest protection. Rämö and Toivonen (2009:4) profiled 
at least five different types of forest owners: 1) those who gain their livelihoods from 
forestry; 2) active in forestry; 3) urban forest owners; 4) positive to nature conservation; 
and 5) insecure forest owners. These different types of forest owners have different 
objectives in forestry, as well as their abilities in forestry are variable.  
 
 
New subject formation 
 
The long lasting relationship between the Forestry Centres and the Forest Development 
Centre Tapio was broken and the Forest Development Centre Tapio was excluded from the 
new Act and Degree on the Forest Centres
48
, which became in force in 2012. It meant that 
the operations of the Forest Centres were strictly divided into a Public Service Unit and 
business services called Forest Services Otso.
49
 The 13 independent regional Forestry 
Centres were set under the new Finnish Forest Centre as operational regional units.  
 
 
                                                          
48 Act on the Forestry Centres 418/2011. Laki Suomen metsäkeskuksesta 6.5.2011/418. Degree on the Forestry Centres 1102/2011. 
http://www.finlex.fi/fi/laki/alkup/2011/20111102  
In one of the Change Workshop it was stated that the present organization is similar to the situation in the 1970’ when there were the 
Forest Improvement District Boards and the District Forestry Boards (which were merged in 1987 becoming Forestry Boards - 
Metsälautakunta).  Since the Forest Services is mainly responsible for the tasks previously carried out by the Forest Improvement 
District Boards. 
49 Suomen metsäkeskus – The Finnish Forest Centre: http://www.metsakeskus.fi/briefly-in-english  
The Finnish Forest Centre is a governmental forestry organisation covering the whole country. The task is to enforce the Forest Act and 
to promote sustainable forestry and forest-based livelihoods. The Forest Centre operates in two separate units: a Public Service Unit, and 
a business unit. The business arm operates under the name of Metsäpalvelut – Forest Services Otso.  
The Forestry Centre operates under the guidance of Ministry of Agriculture and Forestry. 
The Public Service Unit is mainly funded with government funds. The main tasks of the public unit of Finnish Forest Centre are: 
•To channel government financial support for private forestry for sustainable forest management •To advise on the financing and 
management advising of private forestry •To enforce the implementation of the Forest Act •To collect and to maintain data of forest 
resources covering the whole country •To promote sustainable forestry, both nationally and regionally •To develop and maintain the 
most comprehensive and up-to-date forestry related e-service Metsään.fi. 
The Forest Services Otso serves customers in the following areas: Private road construction and rehabilitation • Peat land management • 
Forest planning • Services for forest road owners • Seed and plant production 
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Object of work 
 
The main tasks of the Public Service Unit in the Finnish Forest Centre are to produce 
added value, to produce information, to co-operate with the regional players and interest 
groups in the forest sector. The Public Service Unit is considered to be a compiling agency 
of the Finnish Forest Centre. It is expected to provide support and backing for the 
entrepreneurs and it is expected to be the front line in the improvement and development 
of forestry sector. 
 
The Forest Services Otso in the Finnish Forest Centre is facing a tough competition in the 
forest services market. For private forest owners there are many other service providers 
like the Forest Management Associations and all large wood buying corporations, which 
provide all possible services needed in forestry, like forest planning, the felling of the tree 
stand, establishing a new tree stand, preserving diversity and habitants of special 
importance, forest use declarations etc. Corporations are offering different kind of valued 
customer benefits.  
 
For the Public Service Unit of the Finnish Forest Centre it is a challenge to keep neutrality 
in informing and advising the private forest owners on the different options available and 
in the information management system of forest resources. 
 
The challenges for the Finnish Forest Centre are comprised of becoming a bellwether for 
the forest sector development. Further challenges are faced in marketing and selling of 
services and developing customer relationships. 
 
Like before, the organizational change has meant changes in the Public Service Unit in the 
provision of services, processes etc. issues related to the organization of work and content 
of work.  The guiding idea is to work for the clients, but who are the clients, and what is 
the object and outcome of work in the new situation?
50




                                                          





The central tool, the preparation of holding specific forest management plans for forest 
owners has been moved to the Forest Services Unit Otso, which meant that the central tool 
and object of work for Forest Advisors disappeared in the Public Service Unit.  
 
A new internet-based tool on information about forest resources has been introduced, 
called Metsään.fi and marketing of that service is a new challenge in the Public Service 
Unit. While building up the “Metsään.fi” platform there can be conflict of interest. The 
employees in the Forest Centre may be interested in to collect all kind of information 
related to trees and forest, but will it be useful for the forest owner and what the forest 
owner would like to know and what he/she needs is very variable depending on the 
different aims in forestry by the forest owner.
51
 On the other hand the Metsään.fi platform 
is not only for the forest owners, it is an open information source for all public, based on 





Legislative reforms  
 
In 2008 a private forest owner presented a complaint to the EU Commission on the 
obligatory membership and levies collected by the Forest Management Associations 
(FMA), which he claimed to disturb competition in provision of forestry related services 
(and the obligatory membership to be against the constitution). Another claim was that the 
13 independent Forestry Centres were both acting in the role of public authority in law 
enforcement, granting state subsidies and also by doing business by providing holding 
specific forest management plans and by selling saplings. The complaint lead to the overall 




                                                          
51 Hokajärvi, Hujala, Leskinen and Tikkanen (2009) for example analyse the inherent contradictions in forest management planning. 
52 Laki Suomen metsäkeskuksen metsätietojärjestelmästä (Act on the Forest Information System) 6.5.2011/419 entered into force at the 
beginning of 2012. 




Characteristic for the new decade will be an overall legal reform of those acts and degrees, 
which were issued in the mid-1990 for the forest sector.
54
 A new Forest Act took effect in 
2014.
55
  Act on the Financing of Sustainable Forestry (KeMeRa) has been renewed and 
becoming effective will be issued by a degree.
56
  Act on the Forest Management 
Associations was implemented in 2014, which will have further implications in the 
relations between the organizations. The FMAs have received annually about 30 million 
euros through the levies, the usage has been inspected by the Forestry Centres, and this is 





The Ministry of Agriculture and Forestry
57
  negotiates with the Finnish Forest Centre on 
the issues related to the use of state funding for the Public Service Unit. There is Board of 
Directors nominated for the Finnish Forest Centre. For each regional unit according to the 
Act, advisory boards (Alueneuvottelukunta) are also nominated. The Ministry of 
Agriculture and Forestry, and the provincial and regional authorities, have been presenting 
different demands on the Finnish Forest Centre. The expectations by regional authorities 
were at times felt to be more demanding than those presented by the Ministry of 
Agriculture and Forestry. (Interview 1.) 
 
In general there has been increasing demands to have more information available on the 
private forestry resources. The provision of knowledge and information on the invention of 
the forest resources for all actors in the forest service market has become an important 
element of work in the regional units of the Finnish Forest Centre. The new electronic 
customer service platform “Metsään.fi” is an answer to the demands for information. The 
information is free of charge but there is a fee on the transmission cost, which is defined as 
                                                          
54 Forest related legislation, Ministry of Agriculture and Forestry: http://www.mmm.fi/fi/index/etusivu/metsat/lainsaadanto.html  
55 See e.g. on discussion: http://www.metsatieteellinenseura.fi/component/content/article/25-tapahtumat/239-lakiseminaari. The 
consultation document: http://www.mmm.fi/fi/index/julkaisut/julkaisuarkisto/MMM_trm_2012_7.html  
56 Change in the Act on the Financing of Sustainable Forestry (KeMeRa) 100/2011. http://www.finlex.fi/fi/laki/alkup/2011/20110100  
57 There was also reorganization in the Ministry Agriculture and Forestry, which became effective in the beginning of 2013.  
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some cents per hectare. The detailed information based on the ownership of forest 





2.3  Interventions in organization development and learning 
 
The previous section described the changes in the Forestry Centers and provided some 
notes on the training processes during the changes in Forestry Centers. In this section the 
major emphasize is how the developmental services, including training, was organized and 
provided to the Forestry Centers by the Forestry Development Centre Tapio, and why it 
was the Forestry Development Centre Tapio, which was central agency in the 
developmental processes. The period covered is from the beginning of 2000 up to present 
and is mainly based on one interview held in January 2012, unless otherwise stated. 
 
The Forestry Centers did not have human resource development units of their own, they 
relied on development and training bought from Forestry Development Centre Tapio. In 
the Forestry Centers individual further education was supported, which was an important 
element on staff development.  
 
The Ministry of Agriculture and Forestry assigned annually certain amount in the budget 
to the direct use for development of Forestry Centers, but often this was later used for 
service contract from the Forestry Development Centre Tapio. These service contracts 
could include some 20 projects, e.g. to develop and maintain ICT systems.  (Interviews 2 
and 3.)   Large part of the funding was spent on public administrative and forest resources 
ICT systems. These are customer designed systems and they had to be tailor-made. The 
development of ICT systems was included in the development portfolio budget. As such it 
included genuine developmental projects and, on the other hand, the so-called ongoing 
maintenance costs of the ICT systems and facilities, which were packaged in a project 
format. 
 
                                                          





At the same time with the development of new administrative ICT systems, new 
instruments for managing client information and to provide services for clients were 
developed. In addition to the new concept formation in services, creation of computer 
based information service platform “Metsään.fi” took place. The development of new 
methods to carry out stocktaking of forest resources was also revised at the same time. 
That meant large functional changes in the organization. The training was an important 
component in the introduction of new technological solutions. The aim in the Forestry 
Development Centre Tapio was to develop ICT systems which were needed in the Forestry 
Centers. The development of these programmes formed a large part of the overall 
organizational and staff development in the Forestry Centers. 
 
In order to be able to proceed together with the 13 independent Forestry Centers, different 
action teams were formed. Action groups were set up by functions, and they were 
composed by representatives of the regional Forestry Centers. Each action team had 3-4 
regional representatives and one person from the Forestry Development Centre Tapio. 
However the representatives from the regional Forestry Centers did not always understand 
their role correctly; they could tell their own opinions and did not survey the experiences 
and point of views from their colleagues. The connection between the needs and usability 
of the instruments in the Forestry Centers and the ideas on the planning table in Forestry 
Development Centre Tapio were at times lost. Also while planning for 13 independent 
organizations; the result was a compromise, which never satisfied all. 
 
In addition to interventions and training some national guidelines were formulated for the 
implementation of the legislation e.g. recommendations for the management of forest 
resources by the Forestry Development Centre. There were some regional applications, 
especially for the northern part of Finland where the climate sets different environment for 





The experience acquired at the beginning of the twenty-first century has been widely 
utilized later while planning the implementation of new systems for the Forestry Centres. 
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The planning of implementation and start-up of new systems on the field has to be started 
at the same time when the planning of the new systems, e.g. in ICT is started. 
Communication is one of the means; all the time there must be communication and 
dissemination of information on the progress in the development of the new system, and 
request for feed-back, comments, and trial runs of the system. These are considered to be 
one way to commit the users. That will facilitate the users to explore the new systems or 
issues beforehand, before it is ready to be taken into use on their desktop. The actual 
training sessions, testing periods are found to be good to commit the users and those 
methods were used so that there became knowledgeable persons on the incoming new 
systems in the Forestry Centers. These experts were available in the training for all staff. 
 
KKK (käyttöönotto – koulutus – käytön tuki) principle meaning introduction / 
implementation - education and training -support was introduced in use.  Earlier 
sufficiently firm resources were allocated to use this method.  It had its own project 
funding. When the planning for the large computerized information systems of like ASTE, 
MASTO, KeMeRa and VIRTA were in progress, an umbrella project was created, which 
was supporting the Forestry Centers to take the programmes in use. 
 
Nowadays the available resources are so limited that one must save in everything, although 
the personnel visits from the Finnish Forest Centre headquarters to the regional Forest 
Centers are considered to be important. There is awareness of the importance of personal 
contacts and visits to the regions to promote the implementation of transformations. 
Communication with the regional units is enabled by new tools, video conferencing etc. 




Customer service approach 
 
Another major developmental trend has been development of customer service orientation, 
and the transition of personal face-to-face public authority services to electronic services 
and communication. Pressure has been laid upon the Forest Centers that computer based 
service system for the forest owners to take care of their property must be made available. 
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The concept change is changing very much the everyday work for staff. The walks in the 
forest and meetings with the forest owners are over; much of the work is carried out in the 
offices. Only some special inspection cases are completed in the field. Much of the work is 
information processing from satellite produced images, which one has to rely upon.  
 
In the Finnish Forest Centre the  differentiation into the Public Service unit and business 
unit Forest Services Otso  meant that much of the work involving direct customer contacts 
with the forest owners was transformed to the business unit – the Forest Services Otso - 
like forest management planning, private road construction and rehabilitation planning and 
peat land management. Less direct customer contacts in the Public Service Unit has been 
quite regrettable for some employees. When the Metsään.fi platform was created, it meant 
that the services have to be marketed by e.g. telephone marketing, which has stroked a 
chord with a lot of employees.  
 
These changes were well known in advance, and training was started in good time. The 
developmental programmes during last years included so called “Concentration track” 
project, which involved familiarization into the new ICT system framework and what it 
will mean for each individual. The next project was “Together towards future” –project, 
which included training into the functional changes at work, which was carried out by an 
external service provider. It included also psychological issues related to change processes. 
After the project “Together to towards future” there was “Planning for the future”, training 
project organized for the managers and experts to support the reorganization and usage of 
resources across the new Services, including financial cost calculations.  
 
Once the training sessions were over suddenly the new organizational change was cast 
upon all in 2010.
59
 The training programmes carried out so far were originating from the 
functional needs and demand for changes to develop work in the regional Forestry Centres, 
without any anticipation of new legislative reforms.  
 
The Ministry of Agriculture and Forestry established different working groups to deal with 
the preparation of the legislative reform. The drafting of the new act on the Finnish Forest 
Centre took about two years. During the transition period a development director was 
                                                          
59 Hallituksen esitys laiksi Suomen Metsäkeskuksesta. http://www.edilex.fi/he/fi20100260.pdf Last accessed 7th February 2014. 
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nominated for the Finnish Forest Centre (before the new director was appointed), who was 
responsible to forward the organizational change.  The preparation for the organizational 
change was long, and among the staff it was felt like hanging in the lose gallows. The long 
preparation for the organizational change caused also delays in the development of the new 
ICT-client service system; it is delayed for several years compared to the original plans. 
 
The political processes in decision making and implementing of the new legislation made 
further delays, e.g. on deciding for the location of the headquarters of the Finnish Forest 
Centre, which was finally decided to be in Lahti. The political decision making does not 
take into account the functional needs of operations. It was not possible to start preparatory 
tasks of the organizational change before the location was decided. 
 
 
2.4 Developmental challenges 
 
In general in the public sector the forestry related organizations have been transformed 
much by top-down approach. In the changes it is interesting to note that the speed of 
legislative reforms has accelerated: from the 1920’s it took about 40 years before there 
were legislative reforms in 1967, the next cycle lasted 20 years until 1987, the following 
reform was already ten years later in mid-1990’s and the recent one is about 15 years after 
the last legislative reforms, but minor changes in some acts and degrees have been issued 
continuously.     
 
The legislative reforms have meant that the predecessors of the Finnish Forest Centre have 
been restructured. The emphasis on law enforcement has changed, more alternative 
methods in forestry are available for private forest owners.  At times the object of work 
and expected outcome has not been very clear any more. The division of labour in forestry 
has changed and community has become larger. The concept”forestry sector” has been 
enlarged from pulp mills, paper industry, woodworking industry and forest economy to 
“forest cluster” to cover mechanical engineering industry, chemical industry and service 
providers related to forestry (e.g. research-, development and consulting companies). The 
latest concept is “field of forestry” including in addition all other services related to the 
forest like tourism- and recreation services. The production of bioenergy and new product 
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development based on forest is transferring the “field of forestry” to be part of the “bio 
economy cluster”. (Hetemäki, Hänninen 2013.)  
 
There have been ongoing development needs for new instruments, including more 
powerful ICT systems, to be able to process all the demanded information related to 
forestry as well as to be able to provide services for the customers. The technological 
innovations both in hardware and software in information processing in less than ten year 
cycles put much pressure on staff. In the strategy papers of the Finnish Forest Centre; and 
in general in the society the computer-based public services are made available. Also 
forest owners have expressed needs to have services available in their living communities, 
not depended on the location of the forest. The feedback from clients has included wishes 
e.g. to send notification of forest use by electronic means to the Regional Units. 
 
A change of concepts in forestry has happened. During the 1970’s there was fear that the 
forest resources will be finished, and the public interest was to regulate logging and 
increase the forest growing area. In the 2000’s the situation has changed due to various 
reasons. For many private forest owners the exchange and use value of forest have 
changed meaning. Whereas in the past decades income from the logging was very 
important additional source for the small farmers living on subsistence level, today the 
forest may have more recreational importance and are held as a long-term investment 
object, or forests may have value to transform property over generations as a living 
memory from previous generations. 
 
Industrial plants, using wood as raw materials, have been closing down during the past 
years and there is less demand for wood. The decrease in prices paid for wood has lead 
that there is less interest for good forestry among some forest owners. More wood is 
becoming available for energy use due to the poor forestry management. Only the price for 
saw-timber tree is affordable for forest owners, prices of trees for fibre-production, wood 
for energy, and felling waste have been currently very low, which does not motivate for 
selling. The long distance transportation of wood for energy and felling waste do not make 




How the functional changes, client service and customer based approach at work have 
been adopted into the field work in regional units of the Finnish Forest Centre are variable. 
The result-based orientation and the criteria used in the performance appraisal also effects 
on the work performance and client orientation of the employees. If the criteria are based 
on the amount of area inspected, there will be less motivation for forest owner 
consultation, which can be time consuming.  During a Change Workshop session one 
participant expressed, that if the forest owner participates the field inspection visit, it will 
take much longer time and the result is poorer. On the other hand many participants in the 
Change Workshop said that they have always been carrying out their performances based 
on customer-needs approach and client service.  
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 Table 2.1 Change matrix. (Virkkunen, Shelley 
Newnham 2013:253.) 
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3 CULTURAL-HISTORICAL ACTIVITY THEORY (CHAT)  
Cultural-historical activity theory (CHAT)
60
 is a multi-disciplinary approach, its origins 
can be traced to several sources, which have subsequently given rise to various 
complementary and intertwined strands of development.
61
 CHAT, or Activity Theory (AT) 
as it is also known, is one framework among many practice-based approaches to analyse 
work practices. One principal source is associated with the Russian cultural-historical 
psychology and activity theory, the main theorists being psychologists Lev Semjonovitš 
Vygotsky
62
 (1896-1934), Aleksei Nikolajevitš Leontjev63 (1903-1979) and Aleksandr 
Romanovitš Luria64 (1902-1977). Vygotsky, Leontjev and Luria were trying to turn the 
spirit of the Feuerbach theses of Marx
65
 into a new approach to understanding and 
transforming human life in the 1920s and 1930s. The western psychological theories were 
dominated at that time by psychoanalysis and behaviourism, which did not fit into the 
socio-political environment in the revolutionary Soviet Union at the beginning of the 
1920s. Also the aftermath of war had on impact on the needs of the population, homeless 
children, disabled persons, injured soldiers, traumatized humans, which influenced the 
research of psychologists and medical doctors in searching for means in their work.   
The more historical and philosophical roots lead to Marx W. Wartofsky (1928-1997), 
Evald Vassilievich Ilyenkov
66
 (1924-1979), Friedrich Engels (1820-1895, Karl Heinrich 
Marx (1818-1883), and further to Georg Wilhelm Friedrich Hegel (1770-1831) and 
Immanuel Kant (1724-1804).
67
 The more philosophical roots will not be analysed in this 
study, even if they constitute the fundamental foundations for understanding the 
application of CHAT, e.g. the production, consumption, exchange value and distribution 
concepts in the activity system model.  
                                                          
60 According to Edwards (2011:2) cultural-historical activity theory as a term was introduced by Cole in 1996 in his publication 
“Cultural Psychology”. 
61 On the history of activity theory see e.g. Sannino 2011:580-584. 
62 See Vygotsky, L.S. 1978: Mind in Society. Vygotsky presented one of the concepts “the zone of proximal development” used in the 
developmental work research, see e.g. Engeström 1987:169-175. For more information see also 
http://www.muutoslaboratorio.fi/content.php?document=120 Last accessed on 24 November 2012. 
63 See Leontjev, A.N. 1977. 
64 See e.g. http://www.marxists.org/archive/luria/index.htm Last accessed on 4 February 2014. 
65 In his Theses on Feuerbach, Karl Marx (1845) pointedly characterized the two pitfalls of social theory: "The chief defect of all 
previous materialism ... is that the thing, reality, sensuousness, is conceived only in the form of the object or of contemplation, but not as 
sensuous human activity, practice, not subjectively." And on the other hand: "Hence in opposition to materialism the active side was 
developed abstractly by idealism, which of course does not know real sensuous activity as such."  
66 http://www.marxists.org/archive/ilyenkov/index.htm Last accessed on 4 February 2014. 
67 On the research and publications of the philosophical foundations see e.g. http://www.marxists.org/archive/, 
http://www.edu.helsinki.fi/activity/pages/chatanddwr/influences/  and http://www.edu.helsinki.fi/activity/pages/chatanddwr/chat/  Luria 
did research on cross-cultural issues. Ilyenkov presented theories about internal contradictions promoting change and development in 
the activity systems. The basis of Vasily Vasilovich Davydov’s67 (1930-1998) theory is the idea of unity of education and development. 
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Activity theory remained quite unknown outside the Soviet Union until the 1980s. In 1982 
an Activity Conference on learning and teaching was organized in Espoo, Finland by Yrjö 
Engeström. Participants from both Eastern and Western European countries came together 
and it may be claimed to be the first European Conference of activity theory 
(http://twww.iscar.org/history/ihistory.html).  
According to Engeström (2001, 2011), there are three different stages in the development 
of the activity theory. In the first generation (1920s -1930s), mediated actions introduced 
by Vygotsky were central. The second generation was influenced by Leontjev’s work on 
activity system; collective activity, mediational means, and division of labour as a basic 
historical process and the hierarchical structure of activity (operation, action and activity). 
The third generation of activity theory created by Engeström and Cole cover dialogue and 
multiple interacting activity systems focused on partially shared objects (multiple 
perspectives) and cultural diversity.
68
 Engeström has introduced a fourth level 






3.1 The first generation of activity theory 
 
The first generation of activity theory is based on L. S. Vygotsky’s work with the 
“mediating act” as a unit of analysis. Vygotsky’s cultural-historical approach was based on 
Karl Marx’s dialectical materialism. Vygotsky’s main idea of mediation was that a human 
act is not just a response (R) to a stimulus (S), but is mediated by a cultural component 
(X), see Figure 3.1. The intermediate link in this formula is neither a simple method of 
improving previously existing operations, nor a mere additional link in an S-R chain. The 
relationship between human agent and objects is mediated by cultural means, tools and 
signs. Human action has a tripartite structure; the concept of artefact-mediated and object-
oriented action and the society consisting of agency of individuals using and producing 
artefacts. The objects became cultural entities and the human psyche was explained by 
                                                          
68 See more e.g. Engeström 2001, 2011 and Sannino 2011:571-573. 
69 For a fourth generation development of activity theory, see Engeström 2011. There is also presented the so called Fifth Dimension, a 
model of learning and teaching, based on CHAT. It was conceived in the 1980s by Michael Cole and Peg Griffin in California. It 
originated from voluntary after-school activities for children who had difficulties in reading. The model was based on computer-
mediated activities emphasising children’s potential and initiatives through individualized learning. It is still used as a research 
intervention within projects of collaboration between universities and local communities. (Sannino 2011:589.)  
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object-oriented action. According to Vygotsky, a human individual never reacts directly 
(or merely with inborn reflects) to his environment.  
                               
Figure 3.1 (A) Vygotsky's model of mediated action and (B) its common reformulation. 
(http://www.helsinki.fi/cradle/chat.htm) 
 
3.2 The second generation of activity theory 
Leontjev extended Vygotsky's research framework by differentiating between individual 
action and collective activity. According to Leontjev, people engage in "actions" that do 
not in themselves satisfy a need, but contribute towards the eventual satisfaction of a need. 
Often, these actions only make sense in a social context of a shared work activity. This led 
him to a distinction between "activities", which satisfy a need, and the "actions" that 
constitute the activities. Leontjev proposed a hierarchical organization schema of the 
activity: activity – action – operation, and correlated this schema with structure of 
motivation, respectively: motive – goal – condition. The distinction between activity, 
action and operation became the basis of Leontjev’s model of activity.  
 
Leontjev did not present graphical formulations of his theories. The graphical structuring 
of the hierarchical organization of human activity have been formed by other researchers, 






      
Table 3.1 The hierarchical organization of human activity. (Virkkunen, Shelley Newnham 
2013:37.) 
 
In the hierarchical organization of human activity, the bottom level is (automatic) 
operations carried out by routinized human or machine, tools and conditions of the actions 
at hand; subject to concrete conditions.  Operations correspond to the way the action is 
carried out. The second level is action carried out by an individual or by a group and 
oriented towards a conscious goal. Actions are conscious, goal-oriented processes and 
facilitated by tools, which are necessary to fulfil the goal. The third level, that of activity, 
consists of multiple interacting activity systems focused on partially shared objects. 
Activities are longer-term formations; their objects are transformed into outcomes, not at 
once, but through a process that typically consists of several steps or phases. There is also 
a need for shorter-term processes: activities consist of actions or chains of actions, which 
in turn consist of operations. Activity systems are comprised of interlinked, tool-mediated 
actions through which actors engage, enact and pursue an object or outcome. The 
relationship between the goal of an action and the object of the activity in which it is 
pursued can take three forms: catalytic, co-existent without benefit or hindrance, or 
contradictory, in which case the pursuit of one detracts from the pursuit of the other. (Foot 
2013:12-13). 
Engeström has introduced a fourth level of analyses, that of network of activities, which 
are oriented towards struggle and integration between motives and objects, and are carried 
out by multi-organizational field.
70
 
                                                          
70 For a fourth generation development of activity theory, see Engeström 2011. 
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The activity system model introduced by Engestöm (1987:78), which I briefly presented 
on page 9, is a graphic representation of the expanded unit of analysis in the second 
generation. I will explore it more in the section 3.4 below on developmental work research. 
 
3.3 The third generation of activity theory 
An activity system does not exist in a vacuum; it interacts with a network of other activity 
systems. In Figure 3.2 the basic model is expanded to include minimally two interacting 
activity systems. The third generation of activity theory created by Engeström covers 
dialogue and multiple interacting activity systems focused on partially shared objects 
(multiple perspectives) and cultural diversity.
71
 The activity theory needs to develop 
conceptual tools to understand dialogue, multiple perspectives and voices, and networks of 
interacting activity systems.  
 
Figure 3.2 Two interacting activity systems. (http://www.helsinki.fi/cradle/chat.htm) 
As Foot (2013:10) explains, the main thing distinguishing one activity from another is the 
difference in their objects and. This being the case, understanding an activity system 
requires understanding its object.  
 
Dochy, Engeström, Sannino and van Meeuwen (2011:131-133) presented five principles 
for the characterization of the activity theory at the present stage of development. The first 
principle is an analysis of a collective activity system and the network relations to other 
activity systems. The second is the multivoicedness and the heterogeneity of activity 
systems. Multivoicedness means that communities are formed by individuals who do not 
necessarily share a common understanding of the issues at stake, or it will take some time 
                                                          
71 See e.g. Engeström 2001 and 2011. Daniels, Warmington 2007. 
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before consensus is reached. According to Yrjö Engeström (1987:315-316), “all the 
conflicting and complementary voices of the various groups and strata in the activity 
system under scrutiny shall be involved and utilized.” The multivoicedness in an activity 
system has been further explored by Ritva Engeström in her dissertation and in her article 
(Engeström, Ritva 2005:49-74) on “Polyphony of activity”. Accoridng to Yrjö Engeström, 
the third principle is the historicity of an activity system. The fourth principle consists of 
the contradictions as a source of change and development. The fifth principle is formed by 
the expansive transformation (cycles of qualitative transformations) through the zone of 
proximal development.
72
    
According to Foot (2013:3), CHAT centres on three core ideas: 1) humans act collectively, 
learn by doing and communicate in and via their actions; 2) humans make, employ and 
adapt tools of all kinds to learn and communicate; 3) community is central to the process 
of making and interpreting meaning, and as such all forms of learning, communicating and 
acting.  
 
3.4 Developmental work research (DWR) 
 
DWR methodology has its roots in Finland. The development started by dissatisfaction 
with traditional training methods and with prevailing organizational development methods 
to meet the increasing need for in-house training of personnel both in the public and 
private sectors during all kind of changes at work, including legislative reforms, new 




In his dissertation, Yrjö Engeström (1987:336-337), after having explored the 
philosophical and theoretical path of the activity theory, while developing his theory on 
expansive developmental research states: “Expansive developmental research aims at 
making cycles of expansive transition collectively mastered journeys through zones of 
proximal development. In other words, it aims at furnishing people with tertiary and 
secondary instruments necessary for the mastery of qualitative transformations of their 
activity systems.” The model of expansive developmental research, the activity system 
                                                          
72 See also Engeström, Y. 2011:136-137. On constructing a zone of proximal development see e.g. Engeström, Sannino 2009:9-10, 
Engeström Yrjö 1999:67. 
73 See e.g. Virkkunen and Shelley Newnham 2013:22-24. See also Sannino 2011. 
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model (Engeström 1987:256) and the expansive learning cycle (Engeström 1987:323) have 
been widely used and applied.
74
 The theoretical concepts based on cultural-historical 




Developmental work research (DWR) methodology
 76
 includes the concepts of activity 
system, the theory of expansive learning and the change laboratory, all of which I will 
explore in the next section.  
 
The developmental work research cycle is defined into five phases: 1) Charting the present 
situation: ethnography of problems, which includes a description of the starting phase (e.g. 
apparent problems) and delimiting the object; 2) analyses of the contradictions between 
development history and present work by forming a work hypothesis (e.g. what are the 
present contradictions based on data collected – object-historical analysis of activity, 
theory-historical- and actual-empirical analysis of activity and what is the zone of 
proximal development; 3) supporting and analysing the planning of the new activity 
model, the formation of new instruments (how the contradictions will be solved by the new 
model, analysis and modelling); 4) supporting and analysing the implementation of the 
new activity model (practical application of new instruments to change the activity through 
strategic tasks, analysis of the implementation and its disturbances and innovations, 
expansion) and 5) reflecting on, spreading and consolidating the new activity model, 





This developmental work research cycle is applied in the expansive learning cycle and the 





                                                          
74 On an account “on the cultural evolution of human learning” including chapters on learning within school-going Engeström, Y. 
1987:95-105;  and learning within work activity Engeström, Y. 1987:105-116; learning within science and art Engeström, Y. 1987:116-
123. 
75 For the recent developmental trends see e.g., Engeström, Sannino 2010 and 2011; Engeström, Y. 2011b. 
76 See e.g. Engeström, Y. 2005 and 1987. 
77 The methodological cycle of expansive developmental research is presented by Engeström 1987:323. 
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3.4.1 Activity system model 
 
The activity system model is one tool used in developmental work research-based 
interventions. I briefly introduced the activity system model already at the very beginning 
of the Chapter 2 as I applied it to frame the developmental path of the changes in the 
predecessors of the Finnish Forest Centre. The activity system model is also a very central 
tool in the following Chapter 3.5.3 on the implementation of Change Workshop in the 
Finnish Forest Centre.  
 
The activity theory was developed further by Yrjö Engeström (1987) as the structure of 
learning activity in a transition from individual to collective activity (Engeström 1987:127, 
256), especially by providing the model of activity system and the theory of expansive 
learning. 
The unit of analysis in activity theory is the concept of object-oriented, collective- and 
culturally-mediated human activity, or activity system. In understanding the activity, the 
subject and the object cannot be understood separately and outside the context of activity. 
A particular activity is a goal-directed or purposeful interaction of a subject with an object 
through the use of tools. The object is what the activity is directed towards and it motivates 
activities as well as separates one activity from another. The object is dynamic, it 
transforms as the activity unfolds. Properties of the subject are generalizations; the relation 
between the subject and object are asymmetrical; agent is the subject of activity with the 
ability and need to act. Activity is a key source of development and participation in 
activities are determined by the nature of the activity. The motive for the activity in 
activity theory is created through the tensions and contradictions within the elements of the 
system.  
In the activity system model, the core component is the object, which connects the 
individual goal-directed actions to the collective object-oriented activity. According to 
Engeström (1999:65), the collective activity is driven by a communal motive and the 
motive is formed when a collective need meets an object that has the potential to fulfil the 
need. The projected outcome is neither momentary nor situational. The outcome consists 
of societally important new objectified meanings and relatively lasting new patterns of 
interaction (Engeström 2005:31).   
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Figure 3.3 Activity system model. (Engeström 1987:78 in original presentation it is named 
as “The structure of human activity”.) 
 
Working situations analysed by the activity system model mean that all parts influence 
each other; the focus is on examination of the relationships. Work is also communal in 
which the actions of an individual are always in relation to the activity of the community. 
Work is oriented towards the object and the object of the work comprises the central 
meaning or motive of activity (what are we producing, for whom and why). Work-related 
well-being means an experience of success or failure in relation to the object of work. 
Work is constructed upon previous development; the prior development defines the present 
tools and production and service concepts, and the zone of proximal development. 
The activity theory is formalized in Figure 3.3 by the activity system model. It consists of 
six core components of a conceptual system expanded by more nuanced theories: subject, 
object, instruments, rules, community and division of labour. The other concepts visible in 
the activity system model - production, consumption, exchange and distribution - are 
outside the scope of this study. 
Object-orientedness - the objective of the activity system. Object refers to the 
objectiveness of the reality; items are considered objective according to natural sciences 
but also have social and cultural properties: 1) an object is a thing-to-be-acted-upon; 2) it is 
an objectified motive and 3) it is a desired outcome. The process of object formation arises 
from a state of need on the part of one or more actors in the activity system. The need state 
(can be unconscious and not definable) precipitates a set of object search actions, during 
which any number of potential things-to-be-acted-upon may be encountered. They can be 
51 
      
ideal or material form, or both at the same time. The subject’s orientation towards one of 
these things-to-be-acted-upon is influenced by both his or her personal experiences and the 
cultural-historical experience. The need begins to be consciously recognized when a 
motive for change emerges out of a linkage between the need and an object. (Foot 
2013:10.) 
Subject or internalization - actors engaged in the activities; the traditional notion of mental 
processes. 
Tools or tool mediation - the artefacts (or concepts) are used by actors (subjects) in the 
system. Tools influence both the agents and the structure as well as agent-structure 
interactions, they change with accumulating experience. In addition to physical shape, 
knowledge also evolves. Tool mediation shapes the way we interact with the world and are 
culturally developed mediators for purposeful human actions. Tool mediation relate to 
human beings to the objective world and to human culture and history. Tools are crafted at 
a point of time and adopted over time. Their development is shaped by the needs, values 
and norms of the culture(s) in which they are created and used. Language, protocols, 
scientific methods and models, and other forms of cultural artefacts are tools in the same 
way as computers, phones and machines. An artefact is an aspect of the material world that 
has been modified over the history of its incorporation into goal-directed human action that 
can function either as a tool or as a rule.
78
 The tools are exteriorized forms of mental 
processes manifested in constructs, whether material or conceptual (physical or 
psychological). Activity theory recognizes the internalization and externalization of 
cognitive processes involved in the use of tools, as well as the transformation or 
development that results from the interaction. According to Foot (2013:14), each tool 
employed in the activity system reveals something about the relationship between actors 
and their object-concept at the point in time at which the tool was appropriated or created. 
Tools simultaneously enable certain forms of action, and constrain others.  
Wartofsky has presented a three-tiered hierarchy of tools that enable the identification of 
the large and diverse array of tools in an activity system. Primary tools are relatively 
simple, used mostly unconsciously for basic operations, such as pencils and paper, for 
example. Secondary tools can also include discursive constructs as expectations, 
                                                          
78 For more detailed explanations, see e.g. Foot 2013:16. 
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hypotheses and explanatory models. They mediate how actors employ primary tools (but 
do not represent primary tools). For example, professionalism, expertise and objectivity 
may function as secondary artefacts that influence how a professional employs primary 
tools such as protocols and reports. Tertiary tools comprise abstractions (epistemological 
paradigms, ideologies and socio-political visions, etc.). These tools influence the overall 
shape and direction of an activity system. They shape the identity of an activity system and 
provide a perspective for understanding the system. Foot (2013:15) 
Community includes the notion that an activity is carried out within a social context, or 
specifically in a community (the community or externalization) - social context, which 
includes all actors involved in the activity system and who share with the subject an 
interest in and involvement with the same object. The interactions between the subject and 
community which engage a shared object can be thought of as the “communicative 
relations” of the activity. Relations between the subject and the community are mediated 
by the last two components: rules and division of labour. 
Rules: these are both explicit and implicit and define how subjects must fit into the 
community. They can be conventions, guidelines and laws regulating activities in the 
system. Rules regulate the subject’s actions toward an object and relations with other 
participants in the activity. 
Division of labour: this describes how the object of the activity relates to the community, 
what is being done by whom towards the object, including both the relatively horizontal 
division of tasks and the vertical division of power, positions, access to resources, and 
rewards. Division of labour is social strata, hierarchical structure of activity and the 
division of activities among actors in the system. The division of labour is participation in 
socially-distributed work activities in which an individual action is motivated by one 
object but directed towards another (e.g. in collective activity of hunting, there are beaters 
and shooters).  
The activity system model
79
 provides a framework in which the central idea is to grasp the 
systemic whole of an activity, not only the separate components; and the activity system 
itself is constantly evolving through collective learning actions, in response to systemic 
                                                          
79 Summary on critique on the triangular representation, see e.g. Sannino 2011:577-580. 
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contradictions. This facilitates the multi-faceted analysis of the complex practices at work 
and multitude of relations within the activity system.  
The activity system is a model to organize and focus the central elements of working 
activity, which facilitates the analyses of the different elements in the activity system. This 
model was used as a tool in the Change Workshop to analyse the changes at work of the 
different Services. 
 
The contradictions in the activity system can be highlighted and explained. The activity 








As Foot (2013:16) states, a distinctive aspect of activity theory and important for analysing 
complex social practices is the acknowledgement of contradictions, conflicts and 
breakdowns in co-ordination as inevitable in the functioning of any system. The internal 
contradictions within an activity system are forces which precipitate its development. The 
contradictions reveal opportunities for creative innovations, for new ways of structuring 
and enacting the activity. They indicate where to go by providing directions, since they 
need to be resolved. The analysis of contradictions in an activity system provides 
understanding of its developmental trajectory; they can be seen as “places” in an activity 
system from which innovations emerge. The evolution of an activity system occurs when 
participants act to resolve or transcend the system’s contradictions.  
 
Some rudimentary linguistic clues can be used to detect discursive manifestations of 
contradictions in a large corpus of discourse (Engeström, Sannino 2011:377). 
Contradictions may appear as dilemmas, which can be recognized in speech by “but” 
expressions. Conflicts express disagreement and have some form of denial for action by 
using “no”. Critical conflicts can be found in narratives and use of metaphors. This is very 
                                                          
80 See also a description of the activity system model by Ahonen, Engeström, Virkkunen 2000. 
54 
      
much culturally variable and can be much hidden in some cultures. Double binds can be 
recognized e.g. by use of rhetorical questions. (Engeström, Sannino 2011.) 
 
Contradictions are classified into four different levels. First-order contradictions (also 
known as Primary inner contradiction) within each constituent component of the activity 
system take place between use value and exchange value. Contradictions may occur in the 
division of labour, among the community members or among the rules. That is also stated 
to be the state of need, which triggers a search for a solution in a troublesome situation in 
the questioning (first phase) of the expansive learning cycle. These are indicated by 1 in 
Figure 3.4. 
  
Second-order contradictions (or secondary contradictions, indicated by 2 in Figure 3.4) 
take place between the elements of the activity system. The instruments may not be 
sufficient for the performance of the object, the rules imposed may prevent the subject 
from performing, there may be discrepancies between the division of labour and object .   
 
Double bind was a concept introduced by Bateson and his colleagues in 1956 as 
meaning the inner contradictions of an individual in a situation in which she/he 
receives contradictory messages or information, which contravene each other and 
the individual is unable to make a decision or communicative statement 
(Engeström 1987:142).  
 
The expansive generation of new activity structures requires especially an 
instinctive or conscious mastery of double binds. Engeström (1987:165) defines 
double bind “as a societally essential dilemma which cannot be resolved through 
separate individual actions alone – but in which joint co-operative actions can push 
a historically new form of activity into emergence”. According to Engeström 
(1987:165-169), the mastery of double binds means above all historical analysis or 
historical intuition of the inner contradictions of the activity system in which the 
subject is participating. In order to be innovative in the dilemma situation means 




      
Third-order contradictions (or tertiary contradiction, indicated by 3 in Figure 3.4 take 
place between the object / motive of the dominant form of the activity system (old), and 
the object / motive of a culturally more advanced form of the new activity system. This 
may lead to resistance, when new activities are to be actioned, but the persons are not 
willing to apply new methods. During the expansive learning cycle, these third-order 
contradictions appear in the implementation phase of the new model. 
 
While the new activity system models are implemented and effective, the other activity 
systems may react. This is described as fourth-order contradictions (or quaternary 
contradictions and means the conflicts taking take place between different neighbouring 
activity systems indicated by 4 in Figure 3.4).  
 
Figure 3.4 below shows how the contradictions on different levels are placed in the activity 
system model. 
 
Figure 3.4 Four levels of contradictions in a network of human activity systems. 
(http://www.helsinki.fi/cradle/activitysystem.htm ) 
The systemic explanation of disturbances will shed light on the reasons behind them, the 
historical changes which are no longer thought to impact on thinking and acting. 
Contradictions may also facilitate the understanding of possibilities, energy and direction 
of change. Contradictions can be dynamic and energetic factors for change. Contradictions 





      
3.4.2 Expansive learning cycle 
 
The theory of expansive learning is very central in developmental work research 
methodology and provides the theoretical framework for both the change laboratory and 
the Change Workshop, which is the focus in the empirical case of this study. 
 
Expansive learning is directed towards something which does not yet exist, so the exact 
content of learning cannot be defined beforehand. Engeström refers to the formulation on 
zone of proximal development, which was originally presented by Vygotsky “It is the 
distance between the actual developmental level as determined by independent problem 
solving and the level of potential development as determined through problem solving 
under adult guidance or in collaboration with more capable peers.
81
 Engeström (1987:174) 
reformulated the statement at the levels of collective activity system as: “It is the distance 
between the present everyday actions of the individuals and the historically new form of 
the societal activity that can be collectively generated as a solution to the double bind 
potentially embedded in the everyday actions”. 
 
According to Engeström (1987:245, 2008:129-130, 316-317), the theory of expansive 
learning is based on the dialectics of ascending from the abstract
82
 to the concrete. In this 
way the essence of an object is discovered by tracing and reproducing theoretically the 
logic of its historical development through the emergence and resolution of its inner 
contradictions. The zone of proximal development is not fixed, but is constantly redefined 
and usually becomes visible when there are crises in the organization. The measure of 
learning in the expansive learning model is the historical space of change the organization 
is facing by the movement in the zone of proximal development, which is formed by 
several alternative directions and paths being a relatively open field of uncertainty and 
struggle. 
 
                                                          
81 It is often cited that learning is preceded by individual resistance. However, the theory of cognitive dissonance (1957) by Leon 
Festinger and later studies do not directly support that hypothesis. However, I do not discuss this matter further in this connection.   
82 Abstract refers to partial, separated from the concrete whole (Engeström 2008:130). 
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In general during the process of expansive learning, a new object is generated, which is 
(radically) wider in terms of social space and participation, temporal duration and 




Engeström (1987:188) presented Davydov’s classification of learning actions within 
learning activity: 1) transforming the situation to find out the general relation of the system 
under consideration; 2) modelling the relation in question in a material, graphic and 
symbolic form; 3) transforming the model of the relation for studying its properties in their 
original form; 4) deducting and constructing a series of particular actual practical problems 
having a general method of solution; 5) controlling the preceding operations and 6) 
evaluating the mastering of the general method. Engeström further developed Davydov’s 
phases of learning actions and combined them with the zone of proximal development. 
 
The theoretical sequence of epistemic actions in an expansive learning cycle includes 
seven different phases: 1) questioning the prevailing situation, 2) historical analyses of the 
situation, what has been happening, which is important to know to be able to describe and 
analyse the actual stage, 3) modelling the new situation, 4) examining the new model, 5) 
implementing the new model, 6) reflecting on the process and 7) consolidating the new 
practice.
84
 (Engeström 1987:317-336.) I will explore these phases in more detail in the 
following paragraphs and also in Chapter 6 on Findings.  
 
The process from abstract to the concrete leads through specific epistemic learning actions. 
The expansive learning cycle starts with questioning, criticizing or rejecting the present 
practice, and in time it expands into a collective movement of change process. The first 
phase is the realization that change is needed. In the development of work, this phase 
corresponds to the ethnography of the current work situation (including problems). Here 
the multivoicedness of the activity system is realized since the parties usually have a 
variety of opinions on the current situation. Ethnographic data can be obtained by 
observing, interviewing, videotaping critical tasks and interactions with the parties in the 
activity system and by collecting documents. Questioning is the need state, a situation 
when the subject realizes that something new has to be done, and represents first level 
(inner) contradictions.  
                                                          
83 For the expansion of the object, see e.g. Engeström, Puonti and Seppänen 2003. 
84 For learning actions within learning activity according to Davydov, see Engeström 1987:188. 
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The second action in the expansive learning cycle is to analyse the situation and to find 
causes of the explanatory mechanisms, what is behind the problems. The “why?” question 
arises. One part of the analyses covers historical-genetic developmental phases by tracing 
the origin and evolution of the emerging difficulties. Another way is the actual-empirical 
analyses, which seeks to explain the situation by constructing a picture of its inner 
systemic relations. Data can be collected as during the previous phase, also including e.g. 
work diaries written by employees. During the historical and actual-empirical analysis, the 
awareness of the second level contradictions arises. These contradictions take place 
between the elements of the activity system. Double bind and dilemma contradictionary 
situations emerge also in this stage. 
 
During the third phase, the aim is to create a solution to the contradictions in the activity 
system. This is the modelling phase in the expansive learning cycle; the newly-found 
explanatory relationship is constructed to be observable and transmittable, which offers a 
solution to the problematic situation, which may be expressed as “how do we want to 
function after five years?” Modelling may be facilitated by using metaphors, prototypes as 
springboards to articulate the new idea. During the third phase, third level contradictions in 
the form of resistance against the changes may arise.  
 
In the expansive learning cycle, the fourth phase consists of examining the model in 
practice and experiencing how it functions and meets the expectations, or what changes are 
needed to improve the usage “how would this model work in real work activity?” There 
may be several rounds of revision and improvement and returning to the action of 
modelling.  
 
The fifth phase is implementation of the model, putting it into practice. Resistance and 
revision of the model (tertiary contradictions) may occur when the old and new action 
patterns collide. This phase usually needs longitudinal follow-up and support, but when 
implementation is successful, it can introduce new enrichments and conceptual extension 
to the new model.  
 
The sixth phase consists of reflecting and evaluating the process: “what was achieved”. 
Expansive learning includes ongoing reflection, assessing the outcome and evaluation by 
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the participants. Longitudinal data are needed to allow comparisons of the quality of the 
activity between different points in the cycle. 
 
The seventh phase is consolidating and generalizing outcomes into new practices “what 
does this mean for partners, etc.” The stabilization of new ways of activity requires 
diffusion and generalization across multiple sites and tasks, codification of new rules and 
procedures for the activity system to follow.  
 
While the new models are being implemented and effected, the other activity systems may 
react. This is described as the fourth-order contradictions, meaning conflicts taking place 
between different neighbouring activity systems.  
 
The order of the different phases of the expansive learning may be variable during the 
cycle (Engeström 2008). The duration of the total expansive cycle is to be indicated when 
it begins and when it is considered to have ended. Large expansive learning cycles may 
also include numerous mini cycles (Engeström et.al. 2012). It can also be that the learning 
cycles are not expansive; they may be e.g. repetitive or narrowing (Engeström 2010).  
 
Figure 3.5 shows the expansive learning phases on the outer circle by numbers from the 
first questioning phase to the seventh consolidating the new ways of working. 
Contradictions are also highlighted in the expansive learning cycle. 
 
 
Figure 3.5  Expansive learning cycle including contradictions (Engeström 1987:189 
stated as “The phase-structure of the zone of proximal development”). 
 
Expansive learning is promoted by different forces of the activity system: 1) by the object 
of activity in time, in social space, ethics, ideology, e.g. by questioning what is done and 
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why; 2) by the subject / agency of activity (acting, working, knowledge formation); and 3) 
by the instruments / tools: local change in the mode of activity and by the historical 
changes in the mode of production.  
 
There can be different scales of expansion such as individual change of the way of acting 




Interventionism in activity theory 
 
Sannino (2011:584-594) states that in the activity theory there are two foundational 
epistemological principles for interventionism: the principle of double stimulation and the 
principle of ascending from the abstract to the concrete. Double stimulation stems from 
Vygotksy. Both of these concepts are in the core of change laboratory
85
 and Change 
Workshop interventions.  
In the Change Workshop, first stimulation is a problem that the subject cannot solve with 
the help of the previously learned concepts and methods. The first stimulus consists of 
mirror materials, which the interventionists will select from the available material 
resources to be jointly analysed during the Change Workshop sessions. The purpose of the 
first stimulus is to provoke the questioning phase of the prevailing working methods and 
also to act as a stimulus to motivate development.  
 
The second stimulation is a neutral artefact that the subject can make into an instrument for 
organizing the problematic situation and working out a solution. The interventionists will 
introduce tools, concepts, models and working methods to analyse the disturbances in 
work processes, which provide background information of the underlying contradictions in 
the activity system.  
 
The purpose of the second stimulation is to provide an external artefact, new concepts and 
methods, for the participants to analyse and structure their work situations and to plan new 
                                                          
85 See e.g. Engeström 2007. 
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ways of working or to make new models and, as such, to be able to free themselves from 
the previous unconstructive vicious cycles of occupational suffering from indisposition 
and fatigue from work disturbances. With the help of the second stimulus, use of the new 
tools and models in modelling will enable the participants to jointly gain control of their 
actions and create a shared new understanding of the initial circumstances or problem. 
(Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:45-46.) In a process of remediation, the 
subject transforms a cultural artefact into an instrument in her/his action.   
 
According to Sannino (2011:586), the principle of ascending from the abstract to the 
concrete is a fundamental method of dialectical thinking originating from Hegel and 
further developed by Ilyenkov and Davydov “All thinking and learning is abstracting 
meaning from some initial sensory-concrete diffuse entity, a whole. The learner abstracts 
from the whole a particular aspect and attributes a meaning to it.”  
 
There are four characteristics in the principle of ascending from the abstract to concrete 
according to Sannino (2011:593): 1) practical transformation, change and experimentation 
within a problematic situation; 2) identification and modelling of a germ cell behind the 
problematic situation (initial abstraction); 3) testing the germ cell in its different material 
manifestations and possible variations; and 4) projecting a theoretically mastered solution 
to the initial problematic situation.  
 
Two types of abstractions - empirical and theoretical - exist. Observation and 
categorization are actions in empirical abstractions, which mean a classification of the 
superficial features of phenomena. Theoretical abstraction refers to the identification of the 
genetic origins of phenomena that may externally be completely dissimilar. Practical 
transformation, change and experimentation are actions at the root of theoretical 
abstraction. Theoretical abstraction allows the generation and projection of complex, 
theoretically mastered concrete manifestations and developmental forms of the reality 
under scrutiny.  
 
A theoretical abstraction is based on a functional relationship, which is called a germ cell. 
Genetic or theoretical generalization requires identification of a basic functional 
connection, the germ cell, between the phenomena. 
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The change laboratory, the clinic of activity and the Change Workshop are intervention 




3.4.3 Change laboratory  
 
The change laboratory (CL) is an intervention method (or instrument) for developing work 
practices by the practitioners used in DWR that provides a tested framework and structure 
to implement major changes in organizations. The change laboratory is based on the 
theoretical conceptions of the double stimulation by Vygotsky, descending from abstract to 
concrete by Davydov and expansive learning by Engeström.   
 
In the change laboratory intervention, the first stimulus is a problematic situation, a critical 
event, disturbances at work which need a solution. These situations can be videotaped, 
audio-recorded or recorded in diaries. The second stimulus is the activity system model or 
any other conceptual model which provides an analytical framework to systematically 
analyse the disturbances and problems experienced. As a formative intervention, an 
additional factor is that there is interaction and discussions between the practioners, 
supervisors, interventionists/researchers, partners, clients, etc. and relevant actors involved 
in the case. This means hearing the different opinions (multivoicedness and boundary 
crossings). Another additional dimension is that the focus is not only on the present 
situation, but also involves charting the history of the problems, development of the 
situation and modelling the future activities.  
 
As an instrument in DWR, the change laboratory uses concepts such as: collective 
mirroring, double stimulation, historical time travelling, dialogue in horizontal and vertical 
directions, ascending from abstract to concrete, from a simple germ cell to complicated 
applications, boundary crossing within and between activity systems, successive cycles of 
planning and implementation.  
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In the change laboratory, the phases provided by the developmental work research cycle 
and the expansive learning cycle appear as shown in Figure 3.6. 
 
1) Charting the present situation: ethnography of problems includes a description of the 
starting phase (e.g. apparent problems) and delimiting the object. The mirror data drawn 
from the experiences of disturbance encounters, prevailing conceptions and tools of the 
participants. 
 
2) Analysing contradictions between development history and present by forming work 
hypothesis (e.g. what are the present contradictions based on data collected – an object-
historical analysis of activity, theory-historical- and actual-empirical analysis of activity, 
what is the zone of proximal development. At this stage, some conceptual models, e.g. the 
activity system model, are used to examine own work, the past and the present, and to 
identify reasons for disturbances, e.g. by identifying contradictions in the activity system 
model. 
 
3) Supporting and analysing the planning of the new activity model, formation of new 
instruments (how the new model will solve the contradictions). Producing a new expanded 
model or vision of activity as a solution to contradictions. 
 
4) Concretising and testing the new model. 
  
5) Supporting and analysing the implementation of the new activity model (practical 
application of new instruments to change the activity through strategic tasks, analysis of 
the implementation and its disturbances and innovations, expansion). Planning and 
implementing experiments or partial solutions towards the new vision. 
 
6) Reflecting on, spreading and consolidating the new activity model, evaluation and 
reporting (analysis of how the new model works, evaluation of the whole process). 
Monitoring and modifying the solutions, consolidating the new activity and negotiating 
with neighbouring activities. 
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Figure 3.6 The phases in a change laboratory process. (Virkkunen, Shelley Newnham 
2013:17) 
 
To succeed, CL requires advanced planning and preparations, and especially from the 
interventionist-researchers.
86
 The participants of CL may be team(s) or work unit(s), 
collaborating partners from different parts of one organization or from different 
organizations, depending on the case, also including interventionist-researcher(s).  
 
According to Virkkunen and Shelley Newnham (2013:15-17), the central tool in the 
change laboratory is the 3 x 3 set of surfaces for representing the work activity that help 
the participants to share and jointly process their observations and ideas as indicated in 
Figure 3.7. In the time dimension of the past, present and future, there are: 1) a mirror 
surface that shows the work practices and challenging examples of problems and 
disturbances at work; 2) a model surface displaying the entire activity system that is used 
to make sense of the built-in contradictions generating the troubles and disturbances 
depicted in the mirror, and to construct a vision of the past and the future of the activity 
system; 3) an ideas and tools surface in the middle of the mirror and models for the 
potential capabilities and emerging formations for reorganizing the activity. Workers face 
the surfaces aided by a scribe appointed from among them, by video equipment and 
additional tools such as databases and a reference library. 
 
                                                          
86 For the first stages of development of the change laboratory, see e.g. Engeström, Virkkunen, Helle, Pihlaja, Poikela 1996. See also 
Virkkunen, Schaupp 2011. 
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The “mirror” consists of different kinds of data, information and /or documents e.g. video-
recorded work situations, descriptions of historical and/or present work situations, 
interviews of workers and customers, archive materials, statistical information, etc. The 
information is collected by the participants of the CL and by the interventionist-researcher 
as agreed. The information is analysed by the CL participants and by the interventionist-
researcher to “mirror” the challenges and contradictions faced in the workplace as well as 




The change laboratory method has been further developed by many researchers e.g. during 
their dissertation research, such as a cultural laboratory
88
 applied in multicultural working 
environments, a boundary crossing laboratory
89
 applied when different organizations and 
occupational groups are involved, a competence building laboratory
90
 for the development 
of professional skills and qualifications, and Change Workshop
91
, which will form the 
focus of this study. The focus is this study is on the change workshop, which is developed 
from the change laboratory. 
 
Figure 3.7 shows a further elaboration of change laboratory sessions by presenting the 
socio-cognitive processes. Virkkunen and Shelley Newnham (2013:20-22) provide an 
account of how, in the change laboratory process, the setting and tools are designed to 
support the many complementary forms of emotional and intellectual processes, which are 
considered necessary to transform working practices. The socio-cognitive processes 
include emotional confrontation of problems, distanced intellectual analysis, collective 
recollection and reconstruction of the path to the current situation, imagining and 
projecting into the future, modelling new solutions, opposition to new models, as well as 
committing to implementation and promotion of new models.  
 
The intensity of emotional expressions may vary greatly during the different phases of the 
change laboratory process. The socio-cognitive processes emerge in the participants and 
                                                          
87 A description of the CL model is presented also by Ahonen, Engeström, Virkkunen 2000:290-293. See also 
http://www.helsinki.fi/cradle/Change%20laboratory.html. 
88 See Teräs, Marianne 2007: Intercultural Learning and Hybridity in the Culture Laboratory. University of Helsinki. 
89 See Kerosuo, Hannele 2006: Boundaries in Action. An Activity-theoretical Study of Development, Learning and Change in Health 
Care for Patients with Multiple and Cronic Illnesses. University of Helsinki. 
90 See Ahonen, Heli 2008.  
91  Muutospajaohjaajan opas, Launis, Schaupp, Koli, Rauas-Huuhtanen (eds.). RAPORTTI 71/2010. Tykes. Helsinki 2010. 
Muutospaja työhyvinvoinnin edistäjänä - Esimerkki sahalla toteutetusta muutospajasta ja pajan kehittelystä. Rauas-Huuhtanen,  Launis,  
Martimo, Pursio (eds.)  RAPORTTI 62/2008. Tykes. Helsinki 2008. 
66 
      
interventionist multivoicedness dialogue, which constitutes a shared learning from each 
other. The public discourse during the sessions reflects and supports individual 
participants, an inner processing of the conflicts between their various motives that the 
analysis of the activity and the discourse bring forth or aggravate. In the CL, the 
participants change their focus from carrying out their current tasks in the productive 
activity, to the analysis and development of the structure and processes of their joint 
activity, still bearing in mind the actual situations and emotional tensions they experienced 
at work. 
 
The instruments of CL during the various sessions make it possible to compare and 
identify differences in the past, present and future forms of the activity system through the 
movement between actual observations with regard to individuals’ actions and the 
structure of the joint activity in which the actions are taken. The mirror of the CL enables 
the participants to face the failures, disturbances and other emotionally unpleasant facts. 
As Virkkunen and Shelley Newnham (2013:22) state, the mirror data, e.g. video 
recordings, customers’ critical interviews of problematic work situations can be 
emotionally difficult for the participants to confront and accept if there are also no tools for 
them to distance themselves from the odd situation presented in the mirror and for them to 
analyse it intellectually. On the other hand, according to Virkkunen and Shelley Newnham 
(2013:22), a purely intellectual analysis without emotional involvement will not carry the 
motivational power and dynamic necessary for the practitioners to work out solutions to 
disturbances and to change the current practices.  
 
Figure 3.7 A prototypic layout with instruments and socio-cognitive processes in the 
change laboratory. (Virkkunen, Shelley Newnham 2013:20.) 
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The change laboratory process is divided into six main phases as indicated in Figure 3.6 
above (Virkkunen, Shelley Newnham 2013:18). However, the collaboration between the 
interventionists and the participants or between the interventionist and the representatives 
of the participating organization begins much earlier than the first change laboratory 
session. The interventionist will collect ethnographic data, interview different 
stakeholders, make video recordings of specific work situations or any other form of 
different kinds of data collection about the activity that is needed to planning the CL 
process. After the data collection and agreed CL procedures with the client, the actual CL 
sessions usually begin by discussing the current disturbances at work, where the mirror 
data are used to demonstrate the problematic work situations. Figure 3.2 shows the 
learning process in more detail. 
 
Table 3.2 The use of surfaces of representation in a possible course of the analysis and 
design in the change laboratory. (Virkkunen, Shelley Newnham 2013:18.) 
 
The possible key outcomes of change laboratory can be new agency formation, new 
concept formation, implementation of new working methods or usage of new tools.  
 
Agency formation can be indicated by good learning, which is expressed by increased 
activity and transformations in participants’ actions. The expressions of agency can be 
indicated by a subject’s desired quest for transformation and by deliberate attempts to 
contest and go beyond the given order and status quo in the activity in which the subject is 
involved. Expressions of agency are agentive actions, both discursive and practical. Six 
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types of expressions of agency were identified by Haapasaari, Engeström and Kerosuo 
2013: resisting, criticizing, explicating new possibilities or potentials, envisioning new 
pattern or models of the activity, committing to concrete actions aimed at changing the 
activity and taking consequential actions to change the activity. 
 
Expansive learning as a process of concept formation means that concepts are embodied, 
embedded and distributed in and across human activity systems. Concepts can be future 
oriented, possibility concepts, perspectival concepts, which explicate collective intentions, 
or visions of future development and change. Implementation is experienced as a bridge 
between design and implementation, “as a process through which individual disposition to 
act is prepared” (Sannino 2008:241). Participants’ autobiographical accounts of critical 
conflicts can be used as a type of mirror material for experiencing. (Engeström, Sannino 
2010, Sannino 2008.) 
 
 
3.5  Change Workshop 
 
Change Workshop method has been developed by the Finnish Institute of Occupational 
Health (FIOH) since 2006, based on the change laboratory method. Both of them are based 
on the developmental work research methodology and on the theory of expansive learning. 




The aim at the FIOH in developing the Change Workshop method has been to have a tool 
to promote occupational health and well-being in organizations. The basic idea is that 
work-related well-being can best be promoted by enhancing employee’s mastering of the 
work and active employee and work community participation in development of one’s 
own work. The added value in applying the Change Workshop method is that the 
participants are involved in defining the current challenges of their work (e.g. disturbances 
at their work), the developmental path and desired future of their work as well as the basic 
                                                          
92 The Change Workshop model is based on the following  research: Hierarchical structure of activity (Leontjev 1978, Engeström 1987), 
Problems and contradictions in changing work processes (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:25), Object of well-being 
(Mäkitalo 2005), Activity system, the Structure of  human activity (Engeström 1987), Expansive learning cycle (Engeström 1987), 
Voices and scripts (Engeström 1993, Virkkunen 1995, 1999), Learning stages in Change Workshop (Launis, Schaupp, Koli, Rauas-
Huuhtanen 2010:123). 
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assumptions and framework of the development process and the concrete next steps.
93
 It 
can be that the results of the Change Workshop can indicate further needs for larger 
change and / or development of working methods and operations in the organizations. 
 
The Change Workshop requires, in addition to common time for participation in Change 
Workshop, and completing the assignments between the Change Workshop meetings, also 
shared and joint tools to analyse and develop the work tasks and operations.  The local 
working practices are assessed and developed by these jointly used tools and shared 
methods as part of larger change processes in the organizations. The special importance of 
the common tools and methods in creating work-related well-being is that they will direct 
the developmental actions towards work and change processes instead of focusing on 
individuals.  
 
The processes in the Change Workshop produce materials and knowledge for managers 
and human resource development personnel about how the individuals and work 
communities have experienced and construed the changes. This will promote the 
multivoicedness in the organizations and the usage of the various skills of employees in 
change situations. The Change Workshop aims to increase both the horizontal and vertical 
communication in organizations. The Change Workshop can contribute to the increase of 
innovative initiatives in the organizations and it supports motivation and work-related 
well-being. 
 
The preliminary criterion for Change Workshop is that the participants share a common 
object of work, or it is to be created during the Change Workshop.  Another criterion is 
that the participants agree upon that there is a need for development since the participation 
in the Change Workshop is voluntary. 
 
The Change Workshop consist of 5-7 meetings, each will usually last 2-4 hours. The 
different phases in the Change Workshop are described in the Table 3.3  and they include 
the following: 1) orientation, 2) analysis (present phase, contradictions), 3) analysis 
(historical developments, and new solutions), 4) modelling, 5) planning the new model, 6) 
                                                          
93 See e.g. an article by Launis and Pihlaja 2007. 
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examining the new model and 7) reflection / evaluation (Launis, Schaupp, Koli, Rauas-
Huuhtanen 2010:65-66). Each developmental phase has different learning objectives and 
different working methods and tools. 
 
Table 3.3 Phases of the Change Workshop (learning goal). (Launis, Schaupp, Koli, Rauas-
Huuhtanen 2010 2010:65-66.) 
 
Phases of the Change Workshop 
(learning goal) 
Concrete content of the Change Workshop 
Negotiation phase Negotiations on the change situation in the 
organization, focus of the Change Workshop, 
leaders and participants of the workshop. 
Negotiations with the managers and the 
representatives of the future participating 
community in the Change Workshop  
Orientation phase Orientation to the Change Workshop working 
method, introduction of Change Workshop to the 
participating community; preliminary discussion on 
the experiences of changes at work and on the 
issues concerning  occupational health and well-
being (2 hours) 
First assignment: collection of 
mirror data and materials   
Descriptions of success and failure / disturbance / 
problem / interruption / interference situations at 
work. 
Analyses phase (questioning phase 
and the analyses of the present 
operations and functions 
Change Workshop 1-2: descriptions and analyses 
of the present situation at work;  disturbance / 
problem / interruption / interference, tensions, 
challenges, ideas, innovations and sources of well-
being at work 
Second assignment: collection of 
mirror data and materials continues  
Mapping, charting, surveying previous changes and 
developmental phases at work. 
Analyses and interpretation phase 
(analyses of the present and previous 
developmental phases, distillation of 
the developmental tensions in 
operations 
Change Workshop 3: analyses of the previous 
developmental phases at work,  disturbances / 
problems / interruptions / interferences, tensions, 
challenges at work and their connections / 
contributions to the fluency of the work process 
and to the work-related well-being at work 
Third assignment Preparation to meet the managers of the 
organization 
Interpretation phase continues  Change Workshop 4: (the top managers of the 
organization or department / unit will join the 
workshop): dialogue with the managers, 
specification of the zone of proximal development 
in operations, mutual assessment  of the 
preliminary developmental tasks / projects 
Fourth assignment Brainstorming of developmental tasks/projects 
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Experimentation and 
developmental phase (planning of 
developmental tasks) 
Change Workshop 5: joint assessment of 
developmental ideas. What kind of production or 
service concepts the developmental plans will 
promote? Will the experiments help to solve the 
recognized disturbances in operations? 
Fifth assignment Further improvement of developmental ideas to 
concrete experimental operations. 
Experimentation and 
developmental phase: (start-up of 
experimentations, collection of 
mirror data and materials for 
evaluation of results) 
Change Workshop 6: decision upon 
developmental tasks and share of responsibilities in 
carrying them out 
Sixth assignment  Implementing the developmental task in practice 
and execution. Evaluation of the results of the 
experiments, further development and 
documentation. Evaluation of the Change 
Workshop by the participants. 
Evaluation, dissemination 1. (1-3 months after the previous workshop). Joint 
evaluation of the workshops, what the 
organization did learn during the process? 
Participants: the organizers of the workshops, 
managers/supervisors and the representatives of 
occupational health personnel  
 2. (3-5 months after the latest workshop). Second 
joint evaluation session: what are the results of the 
developmental experiments? What has been learnt 




In the following two sections each phase will be described, first by the theoretical base, 
then how a Change Workshop was implemented in the Finnish Forest Centre. In the 
Chapter 6 on Findings the learning processes will be further analysed. Before going into 




3.5.1 Concepts used in the Change Workshop 
 
The concepts used in Change Workshop are based on the activity theory and 
developmental work research. The concepts of the occupational health and work related 
well-being in times of changes at work are derived from working life phenomena, using 
developmental work research as a frame of interpretation.  
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There are seven core theoretical concepts used in the Change Workshop: occupational / 
work-related well-being as object dependent well-being; production or service concept; 
asynchronies (swaying to and from between) production or service concepts in a change 
process; disturbances at work and disturbance load; activity system model; expansive 




I have introduced in the previous sections the concepts like: activity system model 
(3.4.1)
95
, expansive  learning cycle (3.4.2)
96
 and contradictions (pages 53-55) in the 
activity system model
97
. Contradictions in the activity system are manifested as 
disturbances in the daily work. Multivoicedness is natural phenomenon appearing by 
participation in the Change Workshop and the historicity is included in the past analyses of 
work during the second Change Workshop phase. The other four theoretical concepts are 
related specifically to the work-related well-being at work, namely work-related well-





The Figure 3.8 presents how work-related well-being as an object dependent well-being in 
the activity system model is constructed by: 1) the personal experience on the 
meaningfulness of work; and 2) by the shared understanding in the working community on 
the meaning of the activity to clients, organization and to the society. It is also constructed 
by the sense of controllability of work, including the fluency of the work process and 
production and service concepts, practical tools, division of labour and rules of work, 
which support performing and development of work. The results can be the feelings of 
success at work, which brings well-being at work, or the result can be feelings of failure at 
work and that will cause burdening. (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:27-
30.) 
 
                                                          
94 For concepts in work-related wellbeing see e.g. Launis and Pihlaja 2007. 
95 Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:37-39. 
96 Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:39-41. 
97 Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:41-44. 
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Figure 3.8 Work-related well-being as an object dependent well-being. (Mäkitalo 2005.) 
 
 
Production or service concepts 
 
Production or service concept  means prevailing principles and logic of activity logic (or 
under development), according to which the organization aims to fulfil its basic functions 
and strategy profitably and effectively in changing working environment. This is presented 
in the Table 3.3 in  connection to the Analytical phase: questioning and analyses of present 
situation at work on page 70. (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:31-34.) 
 
The aim in the Change Workshop is to create shared understanding of  the production or 
service concept and its change logic by analysing the appearing and arising problems.  The 
bases for analysing the production or service concept changes in organizations are based 
on the Victor and Boynton (1998) research added with the concepts related to the work-
related well-being. This is represented in Table 3.4. 
 
The basic concept descriptions are provided for product and the specific kind of value 
produced,  nature of the organization,  leaders / managers, employees /workers, manager – 
worker relations, nature of the production process / process flow, characteristics of 




      
Each concept is described by the historical form of production as classified by Victor and 
Boynton: craft type production or service, standardized service or mass production, 
flexible standard service or flexible mass production (process enhancement) and customer 
oriented service or customized mass production. 
 
As indicated in the last two columns in Table 3.4 the work-related well-being is different 
in different operations concepts. This means that new base for work-based well-being in 
developing production or service concept cannot be constructed from above (by leaders, 
managers, specialist) beforehand, or from outside (by legislation and regulations). The 
work-related well-being is depended on the object of work, on the organizational mode of 
work. The subjects themselves are in central position in constructing work-related well-
being. (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:33.) 
 
It is also to be noted that the development of production or service concepts is not 
straightforward or rectilinear, even in the same organization there can be at the same time 
different and on different phase emerging production or service concepts.  
 
In the organizations there are also more limited functional concepts, by researching them 
one may reach possible asynchronies (swaying to and from) between production or service 
concepts in a change process, which are causing discordance between the different 
functions or levels in the organizations.  
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according to orders 
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Tacit knowledge is 





resides with the 
firm,  transferred 




employee to firm, 
the knowledge 
upon all the 







networks and on 
Table 3.4   Features of production and service concepts. (Launis, Pihlaja 2007:607. 
Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:32-33.) 
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According to Launis, Schaupp, Koli and Rauas-Huuhtanen (2010:34) asynchronies 
(swaying to and from) between production or service concepts in a change process mean  
situations of discordance, incongruity and mismatch between the different functions or 
levels in the organizations,  in other words the decision and definitions of policy on 
different levels of the organization are not made  simultaneously  and they are diverging. 
For example it can be that the strategy of an organization may require co-operation in 
networks and innovation, but the results of work are measured and rewarded by 
performance indicators based on individual performance and competition. Or there may be 
little awareness of the asyncronies caused by the multiple changes: e.g. work may be 
organized into teams, but the results are measured and rewarded on individual bases. And 
still in the organization the co-operation problems in teams may be wondered.  
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team, possibility to 
influence 
production 























and within teams, 
the rightness of 
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mind at work, loss 
of meaningfulness,  
real-time pressure 
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Asyncronies may cause contradictory and inconsistent demands, even impossible situation 
between different units. The situation is causing different types of disturbances at work, 
and the information and the interpretation of changes is not transferred from individuals or 
levels of operations to another.  
 
The different units in organization which are working with very different objects, e.g. 
basic production and development of new products may function according to different 
operational concepts. In these cases the differences between the operational concepts and 
the means for co-ordination in border-crossings must be known in order to avoid collision 
between the concepts. (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:34-35.) 
 
There are also many functions in the organizations which are exceeding the production 
based functional borders, e.g. communication, human resource development, which must 
be dealt with in larger functional conceptual framework than on one unit based object.  
 
In planning Change Workshop one has to make assessments in what direction the 
developmental assignments will direct the functional concept in the organization. If the 
developmental assignments are generating asyncronies between different functions in the 
organizations, it is to be lifted up in the discussions also with those units, which do not 
participate in the Change Workshop.  
 
The entire production or service concept is a description of the logic which combines the 
sub-concepts into  the understanding of the wholeness. Even if there may be differences 
between the concepts of different units, they may not cause ongoing asyncronies on the 
level of the organization. The asyncronies (or the production or service concepts) cannot 
be observed directly due to their systemic nature. One can trace them by analysing 
disturbances in every day work. (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:34-35.) 
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Disturbances at work and disturbance load
98
 are connected to the contradictions in the 
theory of expansive learning.  
 
One of the figures frequently used as a tool to illustrate the changes at work is the 
following Figure 3.9 It is used to demonstrate the connection of observed disturbances in 
daily work and its relation to the larger framework of changes in the production or service 
concepts. 
 
Figure 3.9  Background for Change Workshop. The characteristics of changes at work 
have changed affecting also the type and experiences of work load. (Launis, 
Schaupp, Koli, Rauas-Huuhtanen 2010:36.) 
 
Figure 3.9  describes the situation where the characteristics in changes of work have 
changed.  Unfinished and incomplete changes and circumstances at work, which are tried 
to be solved by old ways to meet new challenges, are causing stress, rush, additional work 
and need to correct already completed tasks. These types of rushes and stress will cause 
frustration and fatigue among employees. One cannot identify a specific burdening factor, 
which could be removed from the work of an employee to ease the situation.  
 
Figure 3.9 demonstrates the stress strainage caused by the changes at work. In the Figure 
3.9 the previous situation A means that there were changes once in a while caused by 
different reasons, but they did not overburden the employees and were resolved by some 
minor adjustments if needed. Basically the work flow was proceeding smoothly for long 
periods of time. 
                                                          
98 Disturbances at work and disturbance load: Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:35-37. 
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The situation B in Figure 3.9 describes the present situation in the working life when the 
changes are ongoing and the periods of smooth development are rare, there is hardly any 
moment of “peaceful”, calm proceedings. 
 
In order to advance the fluency of work process and to anticipate the challenges it is 
important to analyse and to interpret the everyday disturbances at work. Disturbances are 
not to be taken as single challenges which require immediate solution, the disturbances 
need to be analysed in relation the previous progression, developmental path in working 
environment: is this a normal challenge at work, or have the disturbances become  
repetitive and as such more burdening. Or are the disturbances representing completely 
new type of disturbances.  
 
The increasing incidences of disturbances and / or new type of disturbances indicate often 
that there is some kind of change in the production or service concepts.  In this case, the 
disturbances will not be eliminated or removed by solving single disturbance cases, or 
developing methods to cope with the disturbances, there is need to analyse and change the 
entire logic of operations and production or service concepts. The reconstruction of 
production or service concept calls for novel development of the object of work.  
 
In the Change Workshop the analyses of disturbances in relation to the production or 
service concept is done by using the activity system model, which was explained 
previously in section 3.4.1. 
 
Another figure used to explain the disturbances at work is based on the dissertation 
research by Danish Laura Mott (1992). The Figure 3.10 demonstrates individual 
experiences in the context of change. If the focus remains on the individual in solving the 
problems at work the result will most likely be an increase of disturbing situations and 
increase of interaction problems between the individuals. On the other hand if the focus is 
laid in the context of the change process or work process, and the efforts are directed to 
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Figure 3.10 Interpretations of problems and disturbances in the changes of work. (Launis, 
Schaupp, Koli, Rauas-Huuhtanen 2010:25.) 
 
Double stimulation and the compiling of mirror data 
 
In the Change Workshop processes the Vygotsky’s methodological principle of double 
stimulation, which means that the subjects (participants) gain agency and take charge of 
the process and Ilyenkov’s and Davydov’s principles of ascending from the abstract to the 
concrete based on theoretical thinking are present. (I explained about the double 
stimulation previously in Chapter 3.4.2 in section on Interventionism in activity theory.) 




Assignments for Change Workshop and mirror data 
 
An important element of the Change Workshop are the assignments to be completed 
before each Change Workshop meeting. The assignments are related to participants’ work 
situations and they comprise different type of narratives or descriptions of work situations, 
                                                          




      
observations of work, depending of the case. The assignments are related to the themes for 
the coming Change Workshop meeting and are providing the mirror data for the Change 




To succeed the Change Workshop requires very good and insightful preparation for each 
phase and for each assignment from the interventionists as well as from the participants. 
The documentation of the processes and results of each phase and the distribution of the 
material among the participants is important in the learning process. The processes in the 
Change Workshop are based much on the participants’ ability to express themselves orally 
and in written to describe how they experience their working environments. 
 
 
Scripts in the Change Workshop 
 
The script for Change Workshop is a tool for the interventionists in conducting the 
intervention during the Change Workshop. The script was developed by Dr Heli Ahonen. 
By the script the interventionist describes in advance the agenda for the Change 
Workshop, how the Change Workshop will proceed and what are the learning objects for 
each Change Workshop session. In the script the shared object of work, mirror data, tools 
(for interpreting and  processing the mirror data) results (targeted analysis and the desired 
learning episodes of the work), proceeding (timetables) and the roles of the actors are 
defined. The scripts provide a base for planning to implement the double stimulation in 
practice.  
 
The script can be used as an evaluation tool so that at the end of the session the 
interventionist can write down his/her assessment on the functionality of the tools, 






                                                          
100 See Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:46-49. 
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Agency formation in Change Workshop   
 
The Change Workshop processes follow the idea of expansive learning and consist of 
different learning episodes. In the handbook for interventionists using the Change 
Workshop method  (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:52-54) it is 
emphasized to pay attention how the topics are taken into analyses in the Change 
Workshop, how they are dealt with, and what type of roles are taken and given in the 
process. Different methods can be used to activate the participants; e.g. working in pairs, 
in working groups or debating, and these methods can be used to change the script, 
progress and proceedings in the Change Workshop. In the beginning of the process the 
interventionist have more dominant role and the participants are more in a position of 
learners.  The aim is however that the participants will take the responsibility to develop 
and plan the script as well as new roles in developing their own work both in the Change 
Workshop as in their working places. 
 
The agency formation can take place e.g. while analysing the mirror materials, using 
methods which encourage all participants to express themselves are recommended. If there 
are different professional groups present in the Change Workshop, the disturbances 
experienced by them could be analysed not just concentrating on one’s own, but analysing 
the disturbances of the other professional group as well. While meeting with the leadership 
and managers in the Change Workshop it is meaningful that the mirrors of the work and 
strategies are lifted up as shared objects of discussion. 
 
One of the core methods to develop well-being at work is to learn how to formulate mirror 
materials from the odd feelings and disturbances at work and how the mirror material is 
analysed and interpreted together by new tools. It is important that also the new solutions 
must be mirrored and analysed together by shared tools. 
 
Some methods used to transfer the agency to the participants are that the participants write 
the minutes or memorandums from the sessions, they write the notes on flip charts, make 
summaries of discussions, interview customers, they can add comments on the presented 
models by the interventionists, or they may challenge the presentations or interpretations 
of the interventionist. It is also recommended that the assignments should not be processed 
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too much by the interventionist, but they should be discussed and analysed together with 
the participants. (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:52-58.) 
 
 
Tools used in the Change Workshop 
 
In the Change Workshop settings the tools and theoretical models are used to interpret and 
reformulate the experiences of the participants and the mirror data collected.  
 
The handbook on Change Workshop presents a set of tools to be used during the different 
phases of the Change Workshop. They are suggestions and may be replaced or added by 
the interventionist as they see the need for them and by their personal preferences and 
experience in using different type of tools. (Launis, Schaupp, Koli, Rauas-Huuhtanen 
2010:77-117.) 
 
On the Table 3.5 development is described on three different levels. Very often most of the 
projects and training in organization are concentrated on the two lower levels focusing on 
individual or machines and producing short term solutions (Table 3.5). It may be that there 
is need to focus on the entire organization and on the production and service concepts, 
which needs renewal in order to remove the disturbances (Launis, Schaupp, Koli, Rauas-



















      
Table 3.5 Three levels of developmental processes. (According to Leontjev) 
 
The principle for 
development and 
learning 




     
     












of the production 
and service 
concepts and the 
object of work, a 
new production and 
service concepts 
(long term) 
     







 Change of the 
disturbing factor, 
new standard (short 
term) 
     
 
 
   
Problem solving by 
specific situation 
(individual/machine) 





3.5.2 Change Workshop – learning phases 
 
 
As presented in Table 3.3 the Change Workshop consists of different learning phases, 
following the expansive learning cycle,  and for each phase there are described the content 





Before the Change Workshop starts there is a negotiation phase with the clients on the 
change situation in the organization and on the focus for the Change Workshop, as well as 
discussions on the participants of the Change Workshop. Negotiations will also be 
conducted with the managers and the representatives of the community in the Change 
Workshop. This phase may include participants’ interviews and shared planning sessions. 
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Orientation phase 
 
Orientation phase is introduction of Change Workshop to the participating community and 
orientation to the Change Workshop working method. There can be preliminary discussion 
on the experiences of changes at work and on the issues concerning occupational health 
and well-being. This is normally scheduled for two hours. 
 
After the orientation the first assignment is given to the participants which is typically 
written descriptions of success and/or disturbances, problems, interruptions and / or 
interference situations at work. 
 
 
Analytical phase: questioning and analyses of present situation at work  
 
Analytical phase (questioning and analyses of present situation at work by using the 
activity system model) consists of Change Workshop meetings 1-2 and includes two topics: 
a) analyses of the present situation at work: what is the object of work and what type of 
processes are included in the work. b) analyses of the challenges at work: developmental 
paths (historical development) in the work and what are the developmental needs at work. 
This phase also includes the identification of disturbances and problems as well as 
innovations and sources of well-being at work (see description of the first assignment). 
 
In the Change Workshop the production or service concept is used as one analytical tool. 
Production or service concept means the logic and principles prevailing or under 
development, according to which the organization aims to fulfil its basic tasks and strategy 
by cost-effective and effective way in a changing operational environment (Launis, 
Schaupp, Koli, Rauas-Huuhtanen 2010:31). 
 
According to the handbook for interventionist leading the Change Workshop (Launis, 
Schaupp, Koli, Rauas-Huuhtanen 2010:31-34) the production or service concept is formed 
by time and it is unique for each organization or work community. The production or 
service concept includes the principles according to which the products or services are 
produced, the technological solutions and distribution of work between different units and 
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between the employees and managers. The production or service concepts are also 
determining the used means for learning at work and developing the work. 
 
It is recognized that the local production or service concepts have been influenced by 
larger production or service concepts. The global technological and social development are 
producing new product and service concepts, and organizational means to be applied in 
work communities.  
 
The changes in the production or service concept cannot be observed directly, or 
recognized from the operations, because they are related to the relationships between the 
components of operations and the changes in the entire structure of operations (systematic 
changes). Yet these changes are manifested at work by increasing number of disturbances, 
interruptions, interferences, disruptions and problems. The material collected from these 
problematic situations at work provide mirror data to be analysed in the Change 
Workshop.   
 
Typically in the first Change Workshop meeting the present phase of work is analysed, 
including description of the object of present work, goals of the work and processes.  
 
The second assignment is the further collection of mirror data and materials, e.g. of the 
previous developmental phases of the work. 
 
Generally during the second Change Workshop meeting the focus is on the challenges in 
the work practices and in defining the developmental needs.  By focusing on the historical 
roots of processes (developmental paths) the aim is to analyse what activities are changing 







      
Analyses and interpretation phase: analyses of the present situation at work and analyses 
of the previous developmental phases at work, contradictions in the activity system 
 
The third Change Workshop meeting includes the analyses of the previous developmental 
phases of work and what are the present disturbances and challenges at work operations as 
well as their connections to the fluency of work processes and work-related well-being at 
work. It consists of two parts: a) focus on the developmental paths (what is changing in the 
work and what developmental challenges are to be resolved by new solutions in the 
working methods); b) the future and the zone of proximal development (ZPD). The future 
and ZPD include dialogue with the leadership, and planning for developmental actions.  
 
    
Interpretation phase 
 
Interpretation phase continues by further analyses and modelling. This comprises of the 




Experimentation and developmental phase 
 
Experimentation and developmental phase includes planning of developmental tasks. The 
fifth Change Workshop meeting includes the joint assessment of developmental ideas. 
What kind of production or service concepts the developmental plans will promote? Will 
the experiments help to solve the recognized disturbances in operations? 
 
The fifth assignment is further improvement of developmental ideas to concrete 
experimental operations. 
 
Experimentation and developmental phase means start-up of experimentations, collection 
of mirror data and materials for evaluation of results. In the sixth Change Workshop 
meeting decision upon developmental tasks will be made including and agreeing upon the 
share of responsibilities in carrying them out. 
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Sixth assignment includes the implementing the developmental task in practice and 
execution of them. It also consists of the evaluation of the results of the experiments, 




Evaluation and dissemination phase 
 
Evaluation and dissemination phase is usually held during 1-3 months after the last 
Change Workshop meeting. It is a joint evaluation of the Change Workshop on what the 
organization did learn during the process. Participants of the evaluation should include the 
organizers of the Change Workshop, managers/supervisors and the representatives of 
occupational health personnel.  
 
A second evaluation is 3-5 months after the latest Change Workshop meeting.  Second 
joint evaluation session is assessment about what are the results of the developmental 
experiments and what has been learnt from the Change Workshop and the 
experimentations (developmental tasks). 
 
This is the ideal description of the phases and related number of Change Workshop 
meetings. However the number of Change Workshop meetings may vary in practice. The 
availability of resources and time is anyway determined by the customer.  
 
In the further development of the Change Workshop method the question is how to ensure 
the learning process and is it feasible to compress the timing.  
 
 
3.5.3 Implementation of Change Workshop at the Finnish Forest Centre  
 
The Change Workshop analysed in this study was organized to support the organizational 
development of the Finnish Forest Centre and especially the Public Services. The aim of 
the “Changes in the Finnish Forest Centre– well-functioning processes, well-being and 
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healthy personnel” project was: to develop organizational culture, which will promote 




During Change Workshop operational models and tools were to be created to support 
work-related well-being and to support shared development of new working methods in 
the work community. 
 
In general as an instrument for change the Change Workshop provides a forum: 
* to work together in forming the on-going developmental phase and new ways to work  
* at the same time the participants learn new methods to analyse work and development, 
which they can use later on.  
 
Materials from work provided mirror data. Different kind of tools and models were used 
for interpretation and analyses of the historical development of work, the actual-empirical 
situations at work as well as to facilitate developmental means for experimental 
development of work. The Change Workshops were aimed to  provide a forum for 
learning. 
 
The project “Changes in the Finnish Forest Centre– well-functioning processes, well-being 
and healthy personnel” consisted of two sets of Change Workshops, which were run 
parallel during October 2012 – March 2013. One set of Change Workshops was directed to 
professionals (employees) for the development of their work and the other for the 
managers and leaders to develop strategy and leadership/management functions. The 
present study focused on the Change Workshop for professionals, except that the last 
(fifth) Change Workshop meeting combined participants from both Change Workshops. 
The entire set of the five Change Workshop meetings for professional staff was included in 
this study. 
 
The Change Workshop for professional staff consisted of 12 persons. Among the 
participants there were two Forest Advisors from the Finance and Auditing Services; two 
Forest Advisors and one Forest Data Manager from the Forest Data Services; one Training 
Specialist, (Services not known); Reporter and Senior Reporter from the Finance and 
                                                          
101 Planning meeting on 31 August 2012 ”Metsätiedon muutospajaprosessi 1 pajatapaaminen 31.8.2012. 
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Auditing Services; one Development Specialist and one Customer Relations Officer (also 
Forest Advisor) from the Customer Services; one Project Adviser and one Promotion 
Services Manager from the Promotion Services. The participants were representing three 
different Regional Units of the Finnish Forest Centre in Finland.  
 
To summarize organizational representation in the Change Workshop there were three 
different Services from the Finnish Forest Centre represented: Forest Data Services, 
Finance and Auditing Services and Customer Services. This Change Workshop could be 
called border-crossing Change Workshop. That terms was developed in the change 
laboratory settings by Kerosuo (2006). The shared object of the different activity system 
was the changing object of the Forest Advisors’ work and co-operation between the 
different Services. Actually there were also two persons from the Promotion Services, but 
the focus in the Change Workshop was on the three first mentioned Services. The 
participation varied, in the third and fourth Change Workshop meetings two participants 
were absent and in the fifth Change Workshop meeting also two persons were absent, of 
whom one person participated only in two first Change Workshop meetings. 
 
In the third Change Workshop in January 2013 there were additional participation invited 
from the Public Services, Central Unit in Lahti to discuss and comment on the feasibility 
of proposed developmental ideas initiated by the participants in the previous session; in 
relation to the overall other developmental processes in the organization. The invited six 
representatives from the headquarters were National Process Managers and Administrative 
Director and as such they are influential to support and facilitate the developmental 
initiatives.  
 
The fifth Change Workshop meeting was combined session for the two Change 
Workshops, which had been run parallel for staff and management so it included the 
participants from the Change Workshop for managers. Thus there were additional 15 
persons present, five of whom had been participating in the previously mentioned third 
Change Workshop meeting.  
 
The Change Workshop was led by two interventionists from the Finnish Institute of 
Occupational Health (FIOH). Two persons were representing the Finnish Forest Centre, 
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Public Services, and Central Unit in Lahti (a HR person and a Forest Data Manager). The 
HR-person took notes of the discussions during the Change Workshop sessions and after 
each Change Workshop meeting the notes were compiled into a comprehensive 
memorandum including the notes of the interventionists. The HR-person was trained at the 
same time to be able to run Change Workshops in the organization in the future.  
 
The five Change Workshop meetings were scheduled so that the first Change Workshop 
meeting was held on 31 October 2012 and the analytical phase covered “before – now” on 
historical analyses of work, i.e. how the work had changed along the organizational 
changes. The second Change Workshop meeting was organized on 20 November 2012  
and was focused on the disturbances at work, the present situation and changes at work, 
and how the disturbances are related to the changes. Next meeting was on 10 January 
2013, which included the third and fourth Change Workshop meetings. This 
developmental phase focused on the future, including a dialogue with the managers. 
Theoretically it focussed on the zone of proximal development and ideas for further 
development of work, including planning for the developmental projects.  Some 
implementation of the development projects took place before the fifth Change Workshop 
meeting. The fifth and last Change Workshop meeting was held on 15 March 2013 
together with the members of the Change Workshop for managers. Examination of the 
developmental tasks was done during this Change Workshop meeting and some evaluation 
later on in May 2013 in the Steering Committee meeting. Each Change Workshop meeting 
was scheduled for about three hours, except the combined third and fourth Change 
Workshop meetings, which lasted the whole day (7 hours).  Each Change Workshop 
meeting consisted of 2-4 sessions. 
 
There was a Steering Committee nominated for the project having one representative from 
FIOH and one from the Finnish Forest Centre. A project group consisted of two 
representatives from the Finnish Forest Centre and three from the FIOH (interventionists) 
and there was a third advisory group where the three major labour unions among the 
employees had nominated their representatives (MHL - Union of Finnish Academic 
Foresters UFAF, METO – Forestry Experts’ Association and Jyty - Federation of Public 
and Private Sector Employees).  
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In addition to my work the impact of the Change Workshops are focused in a research 
project “What effects do implementation have on program effectiveness? A collaborative 
study on four Nordic countries (Sweden, Denmark, Norway and Finland)  and in another 





In the Finnish Forest Centre the pre-Change Workshop activities during April – August 
2012 included initial information gathering, which consisted of interviews, enquiry for all 
personnel in intranet and a planning workshop. Altogether 18 persons were interviewed 
(e.g. manager on national level, regional manager, professional working in the process). 
The interview consisted of questions related to changes, fluency of working processes and 
work-related well-being.  
 
There was an enquiry in intranet “Silmu” for all staff open during 25 June - 15 August 
2012. The content of the enquiry included questions on changes and effects on work-
related well-being. The enquiry included following statements: “Changes in my work have 
been significant.”; “Changes in my work have been primarily positive.”;  “I have had 
sufficient possibilities to influence, when plans have been made related to my work.” 
There was also a possibility to give examples on each statement. The answers were 
provided in 1 to 5 scale, 1=completely disagree... 5=completely agree. Altogether 169 
persons replied, which represent about 21% of the personnel. It was considered to be a 
good result since it was open only in Silmu-intranet; it was not send by email and it was 
carried out during the summer vocation.  
 
A planning Change Workshop was held on 27 August 2012. Participants included the 







      
Orientation phase 
 
There was one information meeting for the nominated participants on 12
 
October 2012, 
which was participated by the representatives of FIOH and the Finnish Forest Centre. The 
results of the interviews and the internal survey were presented and discussed.  
 
The outcome of the interviews and the results from the planning workshop were presented 
using the activity system model, which was then actively discussed. The Change 
Workshop method was presented and also working methods by presenting one previous 
case from another organization in forestry sector, where Change Workshop had been 
implemented. 
 
The assignment to the participants, which was to be completed before the first Change 
Workshop meeting, was a questionnaire consisting of six questions:  1) Describe what the 
core of your own work is and what your main tasks are. 2) What are the key methods and 
tools/instruments in use. 3) Describe concerning your own Services, what are the core 
tasks of the Finnish Forest Centre. 4. Concerning your own Services, what are the main 
important internal and external partners and what is the core of the co-operation? 5. What 
kind of co-operation is carried out between Services in your own area / region? 6. What 
kind of co-operation is carried out between regions? The descriptions were provided in two 
time frames, one describing the work situation three years ago, and another at present.  
 
 
3.5.3.1 The analytical phase – historical and current state of work: First Change 
Workshop meeting 
 
In the Finnish Forest Centre the first Change Workshop meeting was held on 31 October 
2012. Planned learning actions, aims for the 1st workshop were:  
 
1) to create a shared understanding of the Forest Advisors' work and changes in 
the tasks in three different Services: Forest Data Services, Finance and 
Auditing Services and in the Customer Services.  
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2) to create a shared understanding on what kind of clients each Service is 
having and what each Service is producing to its clients. 
 
3)  to construct together the relationships between the Services and co-operation 
possibilities. 
 
The first Change Workshop meeting lasted for three hours and it consisted of a two 
plenary sessions and one working group session. The first plenary session included the 
introduction of the Change Workshop method and aim for the entire Change Workshop 
process; introduction of the participant; presentation of the results from the assignments; 
presenting the activity model as a central tool in the Change Workshop including the 
concept of work-related well-being. The second session was for the presentation of the 
results from the working groups and at the end of the day interventionist provided 
instructions for the second assignment for the second Change Workshop meeting, which 
was to be held in November 2012. 
 
 
Mirror data and tools to analyse the changes at work 
  
During the first Change Workshop meeting two sets of mirror data were used. First set of 
mirror data had been collected by the interviews and staff enquiry. The second set of 
mirror data was collected by the written assignments from the participants before the 
Change Workshop meeting.  
 
The interventionists running the Change Workshop had compiled the returned assignments 
on a table by each Service, which was distributed to the participants in advance and 
presented during the first Change Workshop meeting before the working groups started to 
work. For the analyses of the changes at work the working groups received part of the 
activity system model to be filled. They were asked to fill in the tools, object of work, 
results of work and clients by indicating what these had been before and what these are at 
present (Figure 3.11).  
 
95 
      
For the first working group session participants were divided into three working groups by 
Services: Forest Data Services, Finance and Auditing Services and the Customer Services. 
Aim in the working groups was to define for each Service: clients, results, objects of work; 
tools/instruments and their changes, how these have effected in the object of work and the 
results the clients are receiving and how the clients have changed. This facilitated the 
mixing of persons from different regional units to work together.  
 
 
Figure 3.11 Activity system model applied in the Change Workshop. 
 
In one of the working groups the confusion on the model was apparent:  
6. “Those arrows, are they essential? When I first time looked on that 
gadget, so what in earth. Do they have some meaning? 
19. What sense there is to move the issues on that paper? 
20. Here we have not thought of the object, what we are actually doing, and 
maybe not even clients, and neither the results. But tools we have discussed. 
Shall we start from the easiest task?  (Working group of Forest Data 
Advisors. 31 October 2012.) 
 
The working groups provided an opportunity for the participants to clarify and 
comprehend the analytical tools besides on using them to analyse their work. 
The outcome from the working groups highlighted the differences between the different 
Services: how the organizational change and the other legislative changes had affected 
their work.  
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Finance and Auditing Services  
 
Since the work in the Finance and Auditing Services is based especially on implementation 
of the Forest Act and the Act on the Financing of Sustainable Forestry there is nationally 
consistent production and service concepts. However there have been for years changes in 
legislation under preparation and when implemented there will be changes.
102
 In general 
when the budget funding is decreasing by the end of the year there is accumulation of 
financial resolutions waiting for the new year and new budget.   
 
The tools include different ICT systems such as AMKV, Luotsi/Aarni, and Ahjo as well as 
field inventory systems, where the software programmes have changed. The decision 
making is based on written documents including reasoning based on regulations. The 
contacts to forest owners are often through service providers. There are some inspection 
visits into forests, but they have decreased. Training sessions on the changes in legislation 
to internal and external clients are among tools as well. A new tool was considered to be 
Metsään.fi platform service open to all public. There is need for training in the usage of the 
new Aarni ICT system. 
 
The object of work was defined more into details during the working groups’ discussions. 
The object of work is execution and surveillance of the Act on the Financing of 
Sustainable Forestry and that include funding application, notices related to the Forest Act, 
notices on damages in forest caused by elks, inspections orders from the Ministry of 
Agriculture and Forestry, arrears, requests for comments. The object of work includes also 
external and internal client service.  
 
Clients were identified to include forest owners, other stakeholders in forestry, Ministry of 
Agriculture and Forestry, Forest Data Services, municipalities and consultants. 
 
The outcome of work in the Finance and Auditing Services was defined to consist of 
funding decisions, compensation decisions for damages, decisions on forestry resources 
information, reports of inspections, restocking agreements and pronouncements. 
 
                                                          
102 Laki pienpuun energiatuesta 4.11.2011 (101/2011) http://www.finlex.fi/fi/laki/alkup/2011/20110101  See the rejection of the act in 
the EU: http://www.mmm.fi/fi/index/etusivu/metsat/hankkeet_tyoryhmat/lainsaadantohankkeet_0/pienpuunenergiatuki.html  
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The division of labour is regulated by the legislation, since making financial resolutions 
the persons are using public authority, which is not included in many other professional 
functions in the Finnish Forest Centre. However there have been experiments to decrease 
the borders between different professionals working for different Services. 
 
The expressed disturbances at work and effects on work-related well-being included 
problems in using the information processing software programmes; the organizational 
changes have caused uncertainty, decreasing motivation, fatigue and there is too much 
work load, which is causing bungle at work. There are desires that clients (forest owners) 
participate the inspection visits in compartments, but that would mean that the field visits 
would take much more time and that would decrease the profitability outcome of work.  
 
On the other hand there is joy at work, co-operation and development done together, the 
feed-back from clients has been positive.  
 
According to the working group on Finance and Auditing Services the object of work, 
results and clients have not changed during the past years, but when the still pending new 
legislative reforms are implemented, they will introduce changes, which were not yet taken 
into account in this presentation.  
 
There has been co-operation with the Forest Advisors working for the Forest Data Services 
in inspection of the forest compartments, which have been for long time unreconstructed. 
The problem is that notices cannot be directed in the areas under invention and that the 
notices are received on their own space. In the inventorying areas co-operation is easy 
when the staff is from own regional office, but when the staff comes from another regional 
office the co-operation is more difficult. 
 
 
Forest Data Services   
 
In the Forest Data Services the situation was analysed to be quite different than in the 
Finance and Auditing Services, and the recent changes have had much more impact.  
 
98 
      
Since the Public Services in the Finnish Forest Centre do not prepare any more the 
holding-specific forest management plans for the forest owners, the changes at work for 
the Forest Advisors are considerable. Since the Forest Advisors working for the Public 
Services do not perform forest plans there is feelings that there are no possibilities any 
more to utilize knowledge on holding-specific forest management planning.  
 
The object of work used to be forest resources information including the holding-specific 
forest management plans for forest owners, and counselling. Now the object of work is to 
produce knowledge on forest resource information into Metsään.fi service, but it is 
somewhat unclear to whom, who is the client although in the working groups the clients 
were considered before and at present to be the same: the forest owners, different 
stakeholders in forestry and internal clients. In the forest there are still inspection visits of 
seedlings and advising clients.  
 
The results used to be holding-specific forest management plans for forest owners, forest-
holding assessments, environmental support projects, ABC-courses, KeMeRa-applications 
(based on the Act on the Financing of Sustainable Forestry).  
 
At present the results include up-to-date forest resources information, Metsään.fi bulletins, 
Metsään.fi in internet, counselling and training. It means cheaper production of knowledge 
on forest resources; and the goal is to exploit intensively the knowledge on forest 
resources. 
 
Among the tools Metsään.fi platform is becoming available, but there is concern if the 
information processing system is compatible with the other information processing 
systems. Other tools consists of computers, airborne laser scanning, aerial surveys, other 
test area measurements tools. The computer software includes many ICT-programmes, 
including also new ICT systems such as Aarni and Ahjo.  
 
The community of Forest Advisors is separated into two different units nowadays, and 
there is strict division of labour between the Public Services and Forest Services Otso. 
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The expressed disturbances and effects on work-related well-being were caused by the 
recent legislative changes. The work has become more staring at the computer screens 
instead of face to face contacts and talks with clients. Long walks in the forest and in 
thickets are straining the persons. There is longing after the tasks which were transferred to 
the business unit (like preparing the holding-specific forest management plans for forest 
owners). There is general feeling that the quality of produced knowledge on forest 
resources has been decreasing and there is shared concern how the decreasing advising of 
forest owners will effect on the forestry. On the other hand much expectation towards the 




Figure 3.12  Results from the Forest Data Services on defining past and present tools, 





The rule in the Customer Services is to be a neutral and impartial agency in client service. 
The tools include Ahjo, Aarni, ABC-training services, Conferences for Forest Owners, 
Metsään.fi platform. 
 
The object of work is to produce client information, contacts with the clients, training of 
forest owners, marketing and selling of Metsään.fi platform. The aim is also to increase the 
awareness of customer service approach in the entire organization. There are both external 
and internal clients. 
100 
      
The division of labour has been impacted by the recent organizational change, since earlier 
customer service was included in other Services and now it is a Service unit of its own. 
Some persons assigned to the Customer Services work also under the manager of another 
service.  
 
The expressed disturbances and effects at work-related well-being were felt to be that the 
Service is new and the planning of one’s own work is challenging. The delay of the 
Metsään.fi service has decreased the meaning of work and has caused burden and strains at 
work. On the other hand there is much enthusiasm in creation of new Service. Since this 
Service is a new activity so there was no information on the past activity, although 
development of customer services as such had been one of the major emphases as was 
presented in the Chapter 2. 
 
 
Concluding remarks  
 
The outcome of the discussions brought visible the different kind of situation between the 
different Services and how the recent organizational changes had influenced the different 
professionals. New tools have been introduced and the division of labour on marketing 
Metsään.fi services was not quite clear. Forest Advisors working in the Forest Data 
Services had lost one important part of their work and the new object of work was still 
evolving. Customer Services was in the process to create identity and to form its activity 
system among others. New tools (ICT systems) were causing troubles in use.  
 
Compared to the aims for the first Change Workshop meeting the presentations from the 
working groups and the final discussion indicated that there was appearing shared 
knowledge of the work and changes at work among the different Services, about clients 
and services provided to the clients. The co-operation possibilities between the Services 
were not touched much upon although there was some discussion on problems in doing 
overlapping work, internal clients and problems in information sharing. Regional 
differences at work were also emerging in the discussions. 
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The next assignment for participants was to keep diary for some time to record at least 2-3 
problematic situations and describe a disturbance, a problem, a turn-up, any situation 
which caused irritation at work. The participants were also asked to describe what means 
they had to move on at that moment and ideas how to remove the disturbance from the 
work in future. An alternative option was to describe a work situation which was 
successful and innovative, which provided relief at work and what made the situation to be 
a positive experience. The assignment was to be returned before the 2
nd
 Change Workshop 
meeting in November 2012.  
 
 
3.5.3.2 The analytical phase – actual-empirical and historical analyses of work; 
disturbances at work: Second Change Workshop meeting  
 
The second Change Workshop meeting took place on 20
 
November 2012, and the 12 
participants were the same as in the 1
st
 Change Workshop meeting.  
 
The aim for the second Change Workshop meeting was to examine: a) what are the typical  
disturbances in work; b) what kind of new types of disturbances have occurred related to 
the changes in work and c) the third task was to select some examples of disturbances in 
work for closer examination using the activity system model as an analytical tool. It was 
also discussed in what process phase the disturbances are related to, e.g. are some 
processes more receptive to disturbances than others, and are the disturbances related to 
co-operation between processes, between Regional Units or between the Regional Units 
and the Central Unit. 
 
The learning objective was both to question and analyse current work practices and to 
move towards analysing new standpoint towards own work and its changes and to 
understand that the disturbances are demonstrating the change processes (i.e. something 
has already changed, something not), no culprits, no quick solutions to be expected. These 
were expected to lead towards analysis on activity system and to development of the 
activities as whole. The purpose was to structure the developmental phase of operations / 
activity and to create base for shared, joint development of work.   
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As a general framework to analyse disturbances at work the interventionist presented the 
models of interpretation of disturbances at work by Mott on (Figure 3.10) and the Three 
levels of developmental processes (Table 3.5). 
  
The interventionists had compiled the information received into one table, which included 
20 different disturbing events and two success stories. They were classified into six 
different thematic topics: information processing systems (8 incidences and one success 
story); fulfilment of working tasks and division of labour (6 incidences and one success 
story); co-operation (3 incidences); uniform working practices (1); skills related to the ICT 
systems, training or counselling (one case) and the tasks of Finnish Forest Centre vs. client 
expectations (one case). The table was distributed to the participants in the Change 
Workshop as a mirror data for the group work. 
 
The participants used the four-field table (Figure 3.13), as an analytical tool, to structure 
the disturbances. Vertical dimension was new – eternal problem and horizontal dimension 
rare – recurrent disturbances.   
 
The purpose of the analyses of the disturbances was presented before the participants were 
to work in smaller groups and the linking was made to the work-related well-being by the 
interventionist. One participant contested the meaningfulness of the diary on disturbances, 
since some major problems in work were missing, e.g. Forest Data Advisors’ work is one-
sided, walking in the thickets.  
  
The results from the four working groups were combined in one table (Figure 3.14), 
forming a shared understanding on the major disturbing factors at work. The working 
groups did not present any specific Regional unit or certain Service; the participants were 
divided into groups by counting from one to four. The different colours were presenting 
different themes: yellow was for co-operation; green was work and division of labour; blue 
was ICT-systems, red was tasks of Finnish Forest Centre and clients’ expectations and 
black was for shared production and service concepts. 
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Figure 3.13 Disturbances at work.  
 
Once there was agreement on locating the disturbances on the above four-field table by 
“new – eternal” and “rare – recurrent” phenomenon the working groups were asked to 




Figure 3.14 Results from the voting on major disturbances at work. 
 
After the discussion and voting the results indicated three major problem areas as consent 
of contradictions at work: the tools AMKV (ICT systems), affecting especially in the 
Finance and Auditing Services; Forest Advisors’ backlog of work and skills in using the 
Aarni and Luotsi/pda information systems effecting the Forest Advisors’ work.  
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The working groups were asked to further analyse: 1) upon which Service the selected 
disturbance was most effecting and to which object of work the disturbance is related to. 
The participants were briefed to utilize the activity system model analyses from the first 
Change Workshop meetings and the objects defined at that time.  If the disturbance was 
not related to the object of work already mentioned, the participants were asked to 
complete the activity system model, especially the object of work and the results of work 
and to specify to what larger activity and object of work the disturbance is connected to. 2) 
The participants were asked to analyse the selected disturbances by locating it on the 
specific component on activity system model and how it is connected there. Who are 
affected by the disturbance, are they subjects, or internal/external clients. What kind of 
division of labour is manifested by the disturbances, or what phases of work are affected. 
What rules are related to the disturbing situations. 3) Have the recent changes in 
organization affected in the disturbances and how. 4) The participants were also asked to 
think how to proceed in the situation and propose possible ideas for solutions. 
The results from the working groups were much based on the point of view of the three 
different Services (Finance and Auditing Services, Forest Data Services and Customer 
Services), although that was not maybe the intention of the interventionist.  
 
The working groups based their presentations on the activity system model and during the 
discussions the contradictions between the components were highlighted. Below is an 




      
 
 
Figure 3.15 Contradictions in the activity system of Forest Advisors. 
 
By the interactive exchange of experience, actual empirical analyses and historical 
analyses of the work and by locating the examples at work into the activity system model 
the shared understanding of the working environment was created and learning on the 
expansive learning cycle was proceeding.  
 
In the Chapter 6 on Findings on the Annual Clock some other aspects of this part of 
Change Workshop process and tools will be discussed further. 
 
The assignment for the third Change Workshop meeting in January 2013 was to decide in 
each three Service (Forest Data Services, Financial and Auditing Services and Customer 
Services) what to present for the management group in the third Change Workshop 
meeting on the current practices, customers and on the disturbances at work. The 
assignment for group work included also task to collect developmental needs and ideas. 
 
In the planning meeting before the third and fourth Change Workshop meetings the 
representatives of the Finnish Forest Centre were criticizing that the returned presentations 
were based on the distinction of the Services. There was concern that the focus is lost since 
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the aim for the Change Workshop was to find new object of work for the Forest (Data) 
Advisors, who had lost major share of their tasks in the new organizational change.     
 
 
3.5.3.3 Analyses and interpretation phase: analyses of the present situation at work, 
future development: Third Change Workshop meeting 
 
Third and fourth Change Workshop meetings were held during the same day 10
 
January 
2013. Managers participated in the Third Change Workshop meeting.  
 
The general aims for the Change Workshop were repeated; to create a shared perception 
on 1) how the organizational operations have changed and how that manifests in one’s 
own work; 2) what are the developmental trends in near future and 3) what issues should 
be developed to promote the changes and how to organize the concrete developmental 
projects. 
  
The aim for the 3
rd
 Change Workshop meeting was together with the management: 1) to 
compress the core of the change in the Finnish Forest Centre both from the point of view 
of the managers and employees, and  how the change has been experienced in different 
Services; 2) to orient together towards future. The questions such as what ought to be 
developed next and how, while taking into consideration the strategy and the future 
development were on the agenda as well as the disturbances and challenges at work. 
 
The interventionists summarized the processes and outcomes of the previous two Change 
Workshop meetings, which was followed by the presentations of the different Services. 
The rapporteurs from the working groups presented the results: what changes there have 
been at work and what type of contradictions are emerging at work. Before any further 
discussions one of the managers gave a presentation on the strategy, mission, aims, and 
values and how the different components in the business operations are connected to each 
other in order to have “a bigger picture” in the discussions and how the work in the 
Change Workshop for the employees supports the organizational development.    
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The other managers provided their comments on what they had heard about the 
employees’ presentations on the current state of affairs. Another part of the assignment had 
been to prepare ideas how to improve the current work and how to overcome the 
disturbances at work and the purpose was to hear the managers’ comments on the 
proposals.  The presentation was directed to focus on job descriptions and co-operation 
possibilities between the Services to combine the different ideas from different Services, 
although the rapporteurs were basing their presentations by Services. The discussions were 




3.5.3.4 Modelling phase: Fourth Change Workshop meeting 
 
The fourth Change Workshop meeting continued exceptionally right after the third Change 
Workshop meeting on the same day. This arrangement was made because the participants 
were coming from different parts of the country to Helsinki and the long travelling time 
meant that the whole day was spend, although the Change Workshop meeting itself took 
only three hours. The managers did not participate in the fourth Change Workshop 
meeting, the participants were the same persons since the first Change Workshop (two 
persons were absent). 
 
The script for the fourth Change Workshop meetings set the aims to be definitions and 
categorization of the developmental projects, selection of developmental projects, and 
planning for the implementation of the developmental projects.  
 
The interventionist presented historical developmental path of the Finnish Forest Centre, 
which had been constructed on the in the other parallel Change Workshop for managers 
(Annex 4). This was to create joint understanding of previous service concepts in the 
organization, because they also will have an impact on the future service concepts, e.g. by 
influencing upon what type of developmental trend will be feasible in the future and what 
steps will be needed. There was some discussion on the developmental path, mainly 
agreeing what had been explained. 
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A task was presented for four working groups to choose 2-4 ideas from the presented ideas 
for further elaboration. The groups presented their priority ideas. The final selection 
included three topics: Annual Clock, Regionally Responsible Forest Advisors team and 
User-Friendly Instructions for Aarni. The fourth popular topic developing tutoring and 
training systems was transferred to the Central Unit to be included in other developmental 
projects in the organization.   
 
In February a follow-up e-mail was sent to the participants and they were asked to return a 
form, defining the name of the development project, what has been done so far, and what 
has been achieved; what have been the positive experiences, what have been the 
challenges, what were the next steps (before the 5
th
 Change Workshop meeting), follow-
up; and any other remarks.  
 
The presentations of development projects for the 5
th
 Change Workshop meeting were to 
be returned by 11
 
March 2013 to the FIOH. The final presentation of the working groups 
on developmental projects was to include the following elements: evaluation of one’s own 
developmental project process based on a) meaningfulness at work and fluency at work 
and b) based on the strategy and new operating model of the Finnish Forest Centre. These 
guidelines were provided by the interventionists in the 5
th
 Change Workshop meeting for 
the final session group work. 
 
 
3.5.3.5 Experimentation and developmental phase: Fifth Change Workshop meeting 
 
Examining the new model appeared in this case only during the last (fifth) Change 
Workshop meeting on 15 March 2013. The previous Change Workshop meeting had been 
held in the middle of January, so there was about two months between the meetings to 
further develop and implement the new ideas how to improve the working practices.  
 
The fifth Change Workshop meeting included the participants from the other Change 
Workshop for managers, which was not included in this research. So the topics discussed 
during the fifth Change Workshop meeting covered much more other issues. 
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The aims for the 5
th
 Change Workshop meeting were to evaluate how the goals of the 
Change Workshop process had been achieved and how the developmental projects resolve 
disturbances and promote the new strategy and operating model of the Finnish Forest 
Centre. The meaning was also to plan for the future follow-up of developmental projects 
and to evaluate the working method (Change Workshop). 
  
The experiences from the implementation of the developmental projects were reviewed. 
There came also new development ideas on the presentations to further improve the 
experimental project implementation.  
The modelling was on different phases, like e.g. the Annual Clock could not have been 
implemented since it was wintertime and only two months had passed, so it was more on 
planning stage, whereas in the Regionally Responsible Forest Data Advisors Group had an 
experiment in one region on the way, which was also related to other developmental 
project in the organization. Also the third - Aarni working group – on developing User-
Friendly Instructions Manual for the Aarni ICT system was on the way, some material had 
been collected from different offices, and there were plans how to continue.  
 
The reflection on the Change Workshop process was carried out at the end of the fifth 
Change Workshop meeting. The intensive implementation of the Change Workshop in 
some few months does not really provide possibilities for implementation and 
consolidation of the new practices without a follow-up meeting. In this case the Change 
Workshop started in end October 2012 and was finalized in the middle of March 2013. 
The total duration was about four and half months, which was considered to be more 
intensive than usually using Change Workshop method. 
 
3.5.3.6 Evaluation and consolidation of new practices  
There was a further follow-up meeting organized on 17
 
May 2013 and there was more 
information provided on the implementation and consolidating of the new practices, e.g. 
on Aarni. The easy-to use instructions were included in the intranet of the organization, 
and the further development and follow-up was incorporated into the prevailing structure 
of the organization.   The modelling ideas presented by the Regionally Responsible Forest 
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Data Advisors Group had been included into the operational instructions systems in the 
organization and related issues were under discussions, e.g. effects on salary systems, 
terms of references etc. Annual Clock tool was to be assigned for the Regional Units for 
use, but there was no more information on the implementation.   
 
 
3.6 Previous research: emergence of expansive learning cycles in research 
on organizational learning  
 
In his article “Expansive Visibilization of Work: An Activity-Theoretical Perspective” 
Engeström (1999) is providing an account how the organizational development of an 
children hospital can be analysed in the framework of expansive learning cycle by 
highlighting the individual actions and the construction of the patient as expanding object 
of clinical work. The collective creation of an instrument, the shared patient record, also 
intertwined with a new form of division of labour. (Engeström 1999:90-91.) 
Toiviainen (2007) used the expansive learning cycle also as a framework for analyses in 
following the inter-organizational object-oriented learning, which included a network of 18 
small subcontracting firms in the metal sector industry. 
 
Knowledge Creation in Industrial Teams 
There are not that many studies available where the complete expansive learning cycle is 
analysed. In an article on “Knowledge Creation in Industrial Teams” Engeström (2008) 
analysed two industrial team meetings and by content analyses of the transcripts from the 
meetings he presented the appearance of an expansive learning cycle. However the study 
was not based on any planned formal intervention.  
 
Engeström explored in his article how teams learn and create new knowledge. For 
Engeström innovative organizational learning is collaborative learning at work 
organizations that produce new solutions, procedures, or systematic transformations in 
organizational practices (Engeström 2008:118). 
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The focus in the article was to theorize cyclic character of learning at work and to model 
their steps (Engeström 2008:118). Activity theory is based on dialectical theory of 
knowledge and thinking focused on creative potential in human cognition (Davydov 1990, 
Iljenkov 1977 in Engeström 2008:119).    
 
Engeström (2008:121) made a difference between a solution innovation and trajectory 
innovation.  Solution based innovation is laying upon a proposal which will be first tested 
in practice and then applied further if the testing is proving to be bring positive results, it is 
one time problem solving result. A trajectory innovation is a novel procedure, which 
deviates from the previously applied procedures and is designed to become a new 
permanent practice, a new ongoing procedure. 
 
Engeström (2008:124-125) lightly covered concept of socialization, which has been more 
emphasized by Nonaka and Takeuchi, when the group members share their experiences 
and create sympathized knowledge.  For Engeström the creation of sympathized 
knowledge does not appear to be that important.  
 
In the Change Workshop the creation of sympathized knowledge appeared more during the 
working group session, when the group members were conducting the work among 
themselves, without the intervention and /or supervision of the course organizers.   
 
On the actual analyses of recognizing different phases of the expansive learning actions 
Engeström (2008:136-140) the results indicated that the seven different phases of 
expansive learning cycle appeared in variable order. The questioning phase appeared first 
time after the phases of formulating/debating a problem and actual-empirical analysis, in 
the speech turn of 62 (207 speech turns in total) and lasted until 73
rd
 speech turn in one of 
the teams.  
 
In these team meetings historical analysis was apparent only in one of the two team 
meetings, in which the origination of the present policy was identified, whereas the actual-
empirical analysis were actively used in both team meetings and structured with the help 
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of mediating artefacts, like using words, especially by “why?” artefact,  gestures, graphic 
artefacts etc. (Engeström 2008:141-151.) The historical analyses appeared in the second 
team meeting after the phases of formulating/debating a problem and modelling a new 
solution.   
 
The modelling appeared in one of the team meetings as fifth phase (190 speech turn), after 
formulating/debating a problem, actual-empirical analysis, questioning and again actual 
empirical analysis followed by modelling a new solution as 190-192 turns of speech out of 
207 turns. In the second meeting the modelling was presented as second (13
th
 speech turn) 
and seventh phase (176 speech turns out of 239 turns) of discussion episodes. First time 
modelling appeared right after formulating/debating a problem in the very beginning of the 
meeting, but was not accepted for further discussion,   and second time when discussion 
phases had included historical analyses, reinforcing the existing practice, different topic, 
questioning, actual-empirical analysis and then modelling. The closer analyses revealed 
that in the first meeting a new modelling was once presented earlier in the speech turns of 
174-175, but did not carry on. (Engeström 2008:151-154.) 
 
The collective examination of the new model took place in both team meetings right after 
the model was formulated, which was followed by the brief implementation phases of 
couple of speaking turns. (Engeström 2008:154-162.) 
 
In the same article “Knowledge Creation in Industrial Teams”  Engeström (2008:132-133) 
presents the idea of miniature cycles of innovative learning as potentially expansive in the 
process of expansive learning cycle.  Small cycles may remain isolated events; also the 
overall organizational development cycle may become stagnant, regressive or fall apart. 
For Engeström the different modes of knowledge representation are instrumentalities or 
toolkits that can be used in different orders and combinations. Much weight is laid upon 
the local discursive construction of a shared object and intention in knowledge-creation. 
The contradictions and debates have central role in the knowledge-creation.   In his case 
study on the industrial teams Engeström (2008:133-136) identified three phases, which did 
not meet the definitions of expansive learning cycle, namely: formulating/debating a 
problem in both work teams in the beginning of the meeting and the reinforcing the 
existing practice in the second team. According to Engeström both teams were presented 
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and issue to be solved, and it was not initiated and constructed by the team, so the first 
phase was focused on the preparation and discussion on the case “given-from-above” style. 
 
Engeström (2008:162-164) further analysed the appearances of innovative learning and 
knowledge creation in the two industrial team meetings. In one of the team meetings a 
testing solution of a new tool was novel for the team. In the second team a new procedure 
of internal corrective action for the whole team for dealing with scrap parts was created for 
continuous use.   The importance lies in the critical questioning of the prevailing practice 
as a triggering action for innovative learning, and constructive controversy in teams – an 
ability to discuss and debate. Engeström also emphasizes the crucial role of object/problem 
construction, to have a shared problem or task to be solved, which will facilitate the focus 
in the discussions. The composition of a shared object is as such a major collaborative 
achievement including the analytical phases of historical development and the actual-
empirical analyses.  
 
 
Beyond Discontinuity: Expansive Organizational Learning Remembered 
 
A second example of studies on entire expansive learning cycle is by Engeström, Kerosuo 
and Kajamaa (2007), in which continuity and discontinuity of organizational learning was 
analysed in two primary health care organizations, in the framework of expansive learning 
cycle. The aim of the change project was to improve the continuity of patient care and 
patient-centred activity in local health care centres by moving towards multi-professional 
teams. The research covered extended time retrospectively to some 15 years. The change 
projects had been launched in both organizations in the early 1990, and the study covered 
the development until 2005. The study indicated broken cycles of expansive learning, 
breaks and bridges. In one of the case studies the novel change efforts were almost totally 
abandoned after two breaks by the end of 1990’s. The new directions came from above 
and turned the organization back to the sector organization. In the other organization in 
spite of breaks by external chocks the maintenance of the population based care was 
continuing still in 2004. In modelling both of the case studies indicated many small-scale 
cycles of innovative learning. The small cycles within a big cycle are important in 
indicating the direction of change. Breaks between the small cycles required mending by 
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bridging the actions), but not all bridging efforts were effective. The role of the 




Expansive Learning in a Library: Actions, Cycles and Deviations from Instructional 
Intentions 
 
In an article “Expansive Learning in a Library: Actions, Cycles and Deviations from 
Instructional Intentions” Engeström, Rantavuori and Kerosuo (2012) provide an account of 
analyses of an intervention in organizational development in the framework of expansive 
learning cycle.   During the process librarians together with some research groups (clients) 
were redefining the services the library offers to research groups and the ways of 
organizing work in the library. Based on the transcripts from the change laboratory 
sessions the writers identified both expansive learning and non-expansive actions at three 
levels: at the level of entire change laboratory process, at the level of single change 
laboratory sessions and at the level of cross-session object-bound cycles. In addition the 
article provides information on the deviations between the intentions of the organizers of 
the intervention sessions and the actually accomplished learning process.  
 
The study was based on eight videotaped change laboratory sessions with the library staff, 
library management and four research groups (clients), which were later transcript. 
 
In the study (Engeström, Rantavuori, Kerosuo 2012) the expansive learning actions were 
first identified in the transcripts by  
1) discerning the conversational episodes based on their substantive contents;  
2) analysing the turns of talk within each episode in terms of actions and 
formulating a preliminary description of the actions;  
3) specifying the epistemic function of each action in the stream of learning 
actions. The epistemic function meaning the seven expansive learning actions of 
the expansive learning cycle.  
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Secondly the non-expansive learning actions were identified from the data and they were 
named descriptively based on their contents. Technical and off-topic contents (like 
discussions on timetables) were not included in the detailed analysis.  
 
Thirdly the expansive learning actions were again analysed in order to identify possible 
sub-types within them. All examples of a given expansive learning action (like questioning 
or modelling) were examined and grouped iteratively, and then the groups were named. 
This categorizing of sub-types was used for counting the frequencies of expansive learning 
actions.  
 
The method is based on the analyses of Engeström (2008:122-124), in which constructed 
the discussions held in the working teams into phases in the order the talks were held 
during the meetings. Based on the content of the speech they were classified in different 
categories – sequences of discussion. 
In the article as a fourth level the cyclicity of expansive learning actions was analysed at 
three levels, namely at the level  of the all change laboratory process, at the level of every 
change laboratory session and at the level of cross-session object-bound cycles. Cyclicity 
included recurrence of smaller cycles during the intervention.  In the study, an operational 
criterion for expansive cyclicity was defined to be the appearance of at least four different 
expansive learning actions in a meaningful order (according to the directions of learning 
phases in the expansive learning cycle) within an object-bound cross-session cycle. 
 
Finally the analyses included deviations between the instructional intentions of the 
interventionists and the actually accomplished learning process. To different type of 
deviations were identified, a) action-level deviations, in which one or more expansive 
learning actions taken by the participants was deviating from the dominant learning action 
planned by the interventionists for the session. These were mainly surprises or 
disturbances, which changed the course of events for a limited period but did not change 
the overall object of learning, and after a while the process returned back to the plan. b) 
During the object-level deviations the object and therefore the course of the expansive 
learning process are qualitatively changed. It does not necessary mean rejection of the 
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previously articulated object; it can also mean expansion of the existing object. For the 
analyses of the deviations the instructional intentions of the interventionists were specified 
by using the written plans and recordings from the planning discussions of the 
interventionist group. Based on these analyses the intended function of each change 
laboratory session was defined using the dominant expansive learning action and the 
comparisons were made between the actual learning phase and the defined phase of 
expansive learning.  
 
The results from the study indicated that in the formative intervention, expansive learning 
actions do not appear alone. They emerged among non-expansive learning actions, which 
can be supportive, indifferent, adverse etc. in relation to the actual expansive learning 
action. In the study 17 different sub-types of expansive learning were identified. 
Concerning the cyclicity of expansive learning there appeared an iterative loop within the 
overall cycle, so that the iteration and recurrence can take place in expansive learning at 
the level of the entire process of formative intervention (at least in relation to the object-
level deviation). There appeared also some partial cyclicity during individual sessions. 
Three cases of cross-session object-bound cyclicity were also identified, which means that 
objects provide continuity between and across temporally discrete interventions sessions.  
 
The transformation of the object (expanded both socio-spatially and temporally) during the 
intervention was related to the non-expansive learning actions. These deviations opened up 
for learner agency and the creation of new solutions and concepts.   (Engeström, 
Rantavuori, Kerosuo 2012.)  
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4 RESEARCH QUESTIONS AND RESEARCH DESIGN  
 
Change Workshop is based on the theory of expansive learning and it stems from the 
change laboratory model
103
 (Virkkunen, Shelley Newnham 2013:69, 235). Change 
Workshop is an external intervention into an organization (for organizational 
development) and they are said to provide an organizational learning process (through its 
participants) and not just training. 
 
The Change Workshop is a learning process both for the interventionists and the 
participants. The organizations (where the Change Workshops are conducted) are often 
unfamiliar to the interventionist, who needs to learn a lot about the organizations and the 
actual (problematic) situation to be dealt with in the Change Workshop. On the other hand, 
the participants may have very long working experiences in the organizations and may 
have experienced dozens of different changes in their work. In such cases, they face a 
challenging situation in the Change Workshop that they should somehow have another 
focus and perspective on their work. In the Change Workshop, these two parties - 
interventionists and participants - have different backgrounds, interact and some learning 
process and learning results are expected to appear.  
 
Based on Vygotskian ideas on the zone of proximal development, the more capable peer 
(interventionist) compiles the inputs from the participants, makes analyses by using 
different methods or tools and presents the syntheses to the participants for the further 
development of work. (Launis, Schaupp, Koli, Rauas-Huuhtanen 2010:103-117.)   
 
Learning action is in relation to the learning object. In the Change Workshop, one theme 
was that the work of the Forest (Data) Advisors had changed due to legislative reform and 
the organizational change of Finnish Forest Centre. One of their main tasks, preparing 
holding-specific forest management plans for private forest owners, was transferred to 
Forest Services Otso from Public Services. Since aerial surveys and airborne laser 
scanning, which were the new working tools introduced, do not require walking in the 
forest to search information on wood resources, personal contacts with the forest owners 
                                                          
103
 See e.g. Virkkunen, Shelley Newnham 2013:217-238 on the future of change laboratory method. 
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had also diminished. The work is based on processing the information from the data 
collected by advanced technical survey methods and keeping the information up-to-date in 
various data-base ICT systems. Personal contacts with clients have diminished since the 
providers of forest services and forest owners use online systems instead of personal calls 
or meetings to notify of changes in forests. The changes at work of the Forest Advisors 
include changes in tools and methods used and in the changes in object of work. 
 
The focus in the exploring expansive learning cycle in the Change Workshop was on the  
process of forming the new object of work in the activity system of Forest Advisors.  
 
The first research questions were: 
 
1. What learning actions can be identified in the Change Workshop and do they 
constitute any expansive learning cycle? What share do interventionists and 
participants have in the learning process?  
 
It is of interest to know how the expansive learning process is transpired in one 
development experiment; what was questioned at work, the analyses of historical 
development and the present challenges at work and the new ideas to develop work.  The 
second research question was set to be: 
 
2. How did a developmental idea originate? The case of the Annual Clock.  
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5 RESEARCH DATA AND DATA ANALYSES 
 
5.1  Data collection 
 
Before the Change Workshop started, the participants received a notice explaining the data 
collection for the Change Workshop and research. At the beginning of each Change 
Workshop, the representatives of the Finnish Institute of Occupational Health (FIOH) 
asked for the participants’ written consent to videotape and record the sessions, explaining 
that the material would be used for research purposes. It was stated that participation was 
voluntary and that the permission for data collection could be cancelled at any time 
(Annexes 5-6). The FIOH archived the research material (recordings, videos and the 
transcripts) collected. The participants were told that they would not be identified. Also the 
persons interviewed received similar information and gave their written consent for the 
interview. These agreements are also archived by the FIOH. 
 
5.2  Data 
 
The available data consist of the following: 
 






Preliminary interviews in August 2012 8:11:00
Planning workshop (27 August 2012) 1:33:00 64
1st Change Workshop, 31 October 2012 2:21:00 3:28:00 3:28:00 118
2nd Change Workshop, 20 November 2012 3:07:00 3:02:00 2:24:00 133
3rd  Change Workshop, 10 January 2013 2:46:00 2:00:00 2:39:00
4th  Change Workshop, 10 January 2013 1:21:00 2:07:00 1:12:00 333
5th  Change Workshop, 15th March 2013 2:42:00 3:27:00 2:42:00 74
Evaluation meeting, 17 May 2013 2:02:24
Evaluation and impact interviews in June 2013 8 pgs
Other interviews 4:13:00





      
Videos 
 
All the plenary sessions of the Change Workshop were videotaped.
104
 There was one video 
camera in use in the meeting room. The videotaped material covers a total of 12.5 hours of 
meetings. It should be noted that the videotapes were not used as mirror data for the 
participants during this Change Workshop. The interventionists used the videotapes in 
writing the memoranda and in planning for the next Change Workshop meetings. The 
videotapes were made available for this study.  
 
I used the videotapes to identify the speakers for the content analyses. The audio-
recordings did not function for two plenary sessions (20 November 2013 reporting from 
the first working group meeting, 37 minutes; and 10 January 2013 the opening session in 
the morning, 39 minutes), so I used the videotapes to prepare the transcripts from the 
videotapes for those two sessions. In some cases I added missing words into the 
transcripts. The videotapes were helpful when checking the use of different analytical tools 
during the Change Workshop sessions at times while writing the thesis. However, 
sometimes when it would have been useful to recognize the presentation of the tools, the 
focus of the video camera did not enable recognition and deduction had to be made on the 
basis of other sources, such as the slides of tools. 




The plenary sessions and also some of the working group sessions were audio-recorded as 
is shown above in Table “Summary of Data” under column “audio-recordings”. The 
missing records from some of the working groups during the Change Workshop sessions 
were probably due to the fact that the recorder did not function or was inadvertently not 
switched on. The participants in the working groups had the option not to record the 
sessions if they so wished, but this is not known to be the reason for any of the missing 
recordings. 
                                                          
104 Jordan and Henderson (1995) set foundations and premises for interaction analysis by providing guidelines to collect ethnographic 
data by videotaping (1995:42-43) and preparing content logs (1995:43). For videotaping, see e.g. Jordan and Henderson 1995:49-57, 
including discussion on the limits of technology, camera effects and foci and analysis. 
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The recordings from all the plenary sessions and from two of the three working groups’ 
sessions during the first Change Workshop meeting in October 2012 were transcribed. The 
recordings from the first Change Workshop meeting were transcribed by me. The 
recordings from the Change Workshop meetings  2-5 were completed by professionals in 
one company, except for the two sessions mentioned above in which the recorder did not 
function and I did the transcripts based on videos.     
 
There are a total of 30 hours four minutes of recordings available, consisting of 
preliminary interviews before the Change Workshop (8 h 12 min); planning sessions for 
the Change Workshop (1 h 33 min); recordings from the Change Workshop meetings, 
including both plenary sessions and working groups sessions (15 h 26 min), an evaluation 
session (2 h 3 min) and other interviews (4 h 13 min).  
 
 
Transcription of audio-recordings and preparation for data analyses 
 
The main data consist of transcripts from the plenary sessions of the five Change 
Workshop meetings. The transcripts formed the bases for analysis in Chapter 6 on 
answering the research questions. I also used the information from the transcripts in some 
parts in Chapter 2 on analysing the historical development of the predecessors of the 
Finnish Forest Centre and in Chapter 3 on presenting the implementation of the Change 
Workshop in the Finnish Forest Centre. 
 
The transcripts were made from the sessions of each Change Workshop meeting. The 
number of sessions varied during each Change Workshop meeting. The first Change 
Workshop meeting consisted of two sessions (content logs 1-2); the second Change 
Workshop meeting consisted of four sessions (content logs 3-6); third Change Workshop 
meeting included three sessions (content logs 7-9); the fourth Change Workshop meeting 
included three sessions (content logs 10-12) and the last fifth Change Workshop meeting 
consisted of two sessions (content logs 13-14). So each session forms one content log and 
together they comprise 14 content logs, including 1,190 speaking turns, ranging from 35 
speaking turns per session to 134 speaking turns per session. 
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So each session of a Change Workshop meeting comprises one content log.
105
 The content 
logs are identified by their number: Each content log is labelled by the date of the Change 
Workshop meeting, the running number of the Change Workshop meeting and by each 
session. The content log table includes a list of the persons present, a description of the 
pre-Change Workshop assignment, the planned learning action for the Change Workshop 
meeting; and the following column headings: number of transcript (for each speaking 
turn), minutes (location on video or audio-recording tape), speaker, transcript of the 
speaker. The classification columns are: Expansive learning, Non-expansive learning, 
Organizational issue, Change Workshop method, Off-topic / non related including separate 
columns for interventionists and participants.  
 
The different thematic phases are separated by specific rows indicating the major topic for 
each thematic issue. Annex 8 shows an example of the content log excluding the names of 
the persons present for the anonymity reasons. The summary table provides content 
analysis without risking the identification of individuals.   
 
According to Jordan and Henderson (1995:47), the content logs could also “contain 
annotations for nonverbal behaviours, such as changes in body position, gaze, gesture, and 
the like, or for object manipulation, document processing, and employment of certain 
technologies”. These have not been included in this study, although if I had understood in 
time, the inclusion of usage of specific tools in relation to specific speaking turns would 




I started this research in late December 2012 by transcribing the first Change Workshop 
sessions (from 31 October 2012) including the two working group meetings. This was 




                                                          
105 For different types of models for content logs, see e.g. Jordan and Henderson 1995:96-103, in Annexes  D-K.  
106 See e.g. Jordan and Henderson 1995:75-79 for the use of artefacts and documents in interaction analyses. Although I would not have 
done such deep interaction analyses as Jordan and Henderson present in their article, the presence of tools and their usage impacted on 
carrying out the classifying of speaking turns.   
107 I transcribed the first Change Workshop session in Word document, but then had an innovative idea and switched to writing directly 
in Excel-tables and copied the first transcribed text into Excel-document. The Excel tables facilitated that the results from part of the 
analyses (classifications into non-expansive learning, organizational issues, Change Workshop method and off topic issues) could be 
compiled by the programme into summary tables, and as such to minimize possible calculation mistakes.  
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The recordings from the 2-4 Change Workshop meetings were sent for transcription to a 
company in February and the recordings from the 5
th
 Change Workshop meeting were sent 
in March.
108
 These were returned in Word format, which I copied and set into the Excel 
tables so that each plenary session of the Change Workshop forms one content log. I 
watched videotapes of all the 14 sessions, corrected and filled gaps in the transcribed texts 
and identified the persons speaking. So I got each speaking turn set in one row in the 
Excel-tables. Each row was numbered from the first speaking turn to the last. I have used 
the running number for each speaking turn to specify the speaker in excerpts so that the 
identity of the speaker will not be recognized, but the excerpts can be located on the 
content log if needed. The last number of a speaking turn for each session indicates the 
total number of speaking turns for that session and for that specific content log.  
 
The transcribed texts do not include all the expletive words, which at times would make 
the written speech even hard to comprehend. In some cases, the overlapping speech has 
been included in the main speaking turn by indicating with [ ] square brackets the 
overlapping turns. This was done especially in those cases where separating each speaking 
turn in different lines would have complicated the follow up of the content of the 
discussion. As Roberts (1997:168) states, transcription system is “managing the tension 
between accuracy, readability and the politics of representation.” The explanation for the 
notes to provide additional information in the transcription was as follows: 
 , Short gap in the speech  
.. The speaking turn is interrupted, and the speaking turn 
continues  
(-) Missing word or part of word 
 (--) Missing section in speech 
 (word) Unclear work or section in speech 
 underlined Especially stressed word or section in speech 
[square bracket] Comment by the writer of transcript) 
 [pp] Overlapping speech 
 [hp] Quiet or whispered speech 
 
 
The drawback of failing to accurately record all the overlapping speeches is that usually 
the overlapping talks indicate some kind of tensions, or the high importance of the topic 
                                                          
108 For writing transcripts and choices to be made, see e.g. Jordan and Henderson 1995:47-49.  
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for the participants when there is such excitement in the air that several persons want to 
express their opinions and feelings at once without waiting for speaking turns.  
 
I have used some direct quotations from the transcripts later in this study (Chapter 6.2 
Developmental phases of the Annual Clock on the expansive learning cycle in the Change 
Workshop). I have not translated directly the quotations in English, since they are in 
dialect, which I cannot translate accurately enough.  However, the content of the quotation 




I have used the information in the PowerPoint slides especially in the Chapter on 





a) Assignments to the participants 
 
The results from the assignments completed by the participants for each Change Workshop 
meeting were available in written form and in summary tables. This included the 
following: 
 
 Assignment task for the 1st Change Workshop meeting was to describe past and 
present work: 11 participants returned documents, including one regional group 
report. 
 
The participants’ first assignment before the Change Workshop started was to 
describe in a table the work situation three years ago and at present, after the most 
recent organizational changes by answering the following six questions: describe 
what is the core of your own work, what are the main tasks, what are the main 
methods and tools, describe the core tasks in your Service in the Finnish Forest 
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Centre, nominate the main internal and external partners in your Service and state 
the content of co-operation, what kind of co-operation is carried out between the 
Services in your regional unit and what kind of co-operation is done between the 
regional units.   
 
 Assignment task for the 2nd Change Workshop meeting: 10 returned documents by 
9 participants 
 
The second task was to list in a table either disturbance at work, or success stories 
or both by indicating the topic of the incidence, what was disturbing or problematic 
in the situation, what are the means to solve the problem at present and what ideas 
one has to remove the disturbance. 
 
 Assignment task for the 3rd  Change Workshop meeting: 5 returned group reports 
by services (Forest Data Services, Finance and Auditing Services, Customer 
Services)   
 
The third assignment was to prepare a presentation about the current work situation and 
ideas for management on how to develop the work. The presentations varied depending on 
the Services They included descriptions of tasks, personnel, clients and partners, 
disturbances at work, what is a good working day like during field visits and in the office 
as well as descriptions of what has changed at work. Another set of presentations was 
ideas on how to develop the work situations and how to improve the job descriptions.  
 
 Assignment task for the 5th Change Workshop meeting: returned reports by three 
developmental working groups: Aarni working group: 7 documents; Annual clock 
working group, 4 documents; regionally responsible Forest Data Advisors working 
group: one document  
 
The last assignment connected to the Change Workshop was to be completed before the l 
5th and final Change Workshop meeting. During the 4th Change Workshop sessions, the 
working groups had already started to develop their ideas into a more concrete direction 
and that was to continue in three working groups on the Annual Clock, development of 
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Regionally Responsible Working teams and development of Client Friendly User-
Instructions for Aarni ICT system. The given format included questions for each 
development working group on what had been done and how the work had proceeded 
(since the 4th Change Workshop meeting), what positive experiences had been gained; 
what problems and challenges had been faced; what was the plan to continue the 
development work / next steps and any other observations.  
   
b) Reports completed by the interventionists: compiled reports of the assignments 
returned by the participants, reports from the planning meetings and memos from 
the Change Workshop sessions 
 
All the pre-Change Workshop planning materials were available. The material included 
e.g. PowerPoint slide presentations for the Steering Committee meeting in August 2012, 
pictures from flip charts presentations, PowerPoint slides and Word documents on 
planning meetings for each Change Workshop meeting by the interventionists and 
representatives from the Central Unit of the Finnish Forest Centre in Lahti. Planned 
programmes and timetables for each Change Workshop meeting compiled summaries of 
assignments, diagrams from working group reports on flip charts, PowerPoint slide 
presentations by working groups, some diagrams from working groups. After each Change 
Workshop meeting, a memorandum was created, which included several phases of 
compiling all the information and points of view of the interventionists and the organizers. 
I counted a total of 722 PowerPoint slides, but this includes several overlapping sets, since 
I have not separated e.g. drafts from the final documentation. 
 
These materials I used for additional information in Chapter 3 on Change Workshop, 
Chapter 6.1 and in Chapter 6.2. 
 







      
Personal observations 
 
I also participated in the planning meetings of the two interventionists from the Finnish 
Institute of Occupational Health (FIOH) (9 January, 12 and 14 March 2013 and in May 
2013) and the Change Workshop sessions on 10 January 2013 and 15 March 2013 by 
videotaping the plenary sessions, and following the compilation of the final memorandum 
notes. In addition, I participated in the evaluation meeting on 17 May 2013. My 
participation in the planning meetings, Change Workshop meetings and in the evaluation 
meeting facilitated my understanding of how Change Workshop is run, of the vast amount 
of preparation done before the Change Workshop meetings and all the work to compile the 
reports of the sessions. Participation in the Change Workshop sessions provided an 
opportunity to observe the dynamics during the sessions, the interaction between the 
interventionists and participants, as well as the recognition of the participants, which made 
it easier to identify the participants from the videos for the transcribed texts.  
 
It was interesting to note that based only on the observation in the Change Workshop 
meetings, I gained the impression of much interventionist guided work, but while 





In January 2013, I conducted three interviews, two persons working in the Central Unit in 
Lahti and one person who is a retired manager from one of the Regional Units. The 
interviews in Lahti were personal meetings and I recorded them. The third interview was 
by phone and that was also recorded. The recordings provided empirical descriptions and 
also present day information especially for writing Chapter 2 of this thesis. The interview 






      
5.3 Data analyses 
 
This case study consists of both quantitative and qualitative methods of analysing the 
Change Workshop conducted at the Finnish Forest Centre. Since the opportunity to do 
research on this case was provided, the determination to use the case study approach was a 
natural follow-up to the assignment. According to Baxter and Jack (2008:547-550), there 
are different types of case studies, e.g. explanatory, exploratory, descriptive, multiple-case 
studies, intrinsic, instrumental and collective. 
 
This study could be labelled as explanatory, since it tries to explore linkages between real-
life intervention and the underlying theory of expansive learning. This case study is also 
descriptive since it provides an account of the historical development of the organization 
and the proceedings of real-life intervention and the emergence of one development idea 
during the Change Workshop process. It also includes intrinsic elements, since I did have a 
genuine intent and interest to better understand the application of Change Workshop 
method in a real-life situation, which was in the case of Finnish Forest Centre and there is 
included a specific case study of an emergence of innovative idea and how it was 
developed into a concrete task.  
 
The unit of analysis was discussed and it was decided to cover all the five meetings, since 
the interest was on the entire expansive learning cycle.    
 
The usage of both quantitative and qualitative methods is complementary to each other in 
the analyses.
109
 The analyses in Chapter 6.1 cover the entire Change Workshop meetings 
and provide an overall account of the activity of the interventionists and participants 
during the plenary sessions, where both parties were present at the same time. Although 
the classification of the speaking turns into different categories can include personal 
biases, the numerical analyses still seek “an impartial observation of reality from a 
detached standpoint” as Yanchar (2011:183) states. Especially since the theoretical focus 
is on the expansive learning cycle and its specific parts, the numerical analyses provide the 
                                                          
109 See e.g. an article on: Using numerical data in explicitly interpretive, contextual inquiry: A “practical discourse” framework and 
example from Engeström´s research on activity systems by Yanchar 2011.  
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quantitative distinction of how the empirical data of occurrence of the specific discursive 
elements of learning are related to the theoretical assumptions. The numerical data also 
highlight which elements of the expansive learning parts received most attention and at 
which stages during the Change Workshop process.  
 
The qualitative analyses on the “Annual Clock” provide content analyses of the process 
itself, what was included in each phase and how one developmental idea developed.       
 
 
Process of data analyses 
Boyatzis (1998) provides a rather comprehensive account of thematic analyses as a process 
for encoding qualitative information. According to Boyatzis (1998:x-xi, 31, 53), a good 
code should have five elements: 1) a label; 2) a definition of what the theme concerns (i.e. 
the characteristic or issue constituting the theme); 3) a description of how to know when 
the theme occurs (how to flag the theme); 4) a description of any qualifications or 
exclusion to the identification of the theme; and 5) examples, both positive and negative, 
to eliminate possible confusion when looking for the theme.  
 
I took the base for coding, i.e. name for the labels (headings for the classification) of the 
data from the definitions of the different phases of expansive learning cycle. According to 
Boyatzis (1998:29-37) on developing themes and codes, there are three different ways to 
develop a thematic code: 1) theory driven; 2) prior data or prior research driven; and 3) 
inductive (from the raw data) or data driven. This study represents a hybrid approach 
(Boyatzis 1998:51-53). The theory driven is represented by having the theory of expansive 
learning as a base and the evidence is sought to support that theory as Boyatzis (1998:33-
37) defines. The prior-research-driven code development (Boyatzis 1998:37-41) means 
that the basic coding is taken from the theory. In my case, the coding is taken from the 
theory of the expansive learning cycle, that is to say the different phases of expansive 
learning: questioning, historical and actual-empirical analyses, modelling, examining the 
new model, implementing of the new model, reflecting on the process and consolidating 
the new practice are taken for coding as given (Engeström, Sannino 2012:51-52; 
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Engeström 2010:151-153; Engeström, Sannino 2010:7-8; Kajamaa 2011:382). This was 
added by some additional codes based on the data (non-expansive learning, organizational 
issue, Change Workshop method and off-topic or non-related issue)
110
, which, according 
to Boyatzis (1993:41-51), represents developing code inductively as a data-driven code. 
The definitions I used for coding are provided at the end of this chapter. 
 
In addition, I made a distinction between interventionists and participants, although I did 
not analyse the speakers’ turns in as much detail as Haapasaari, Engeström and Kerosuo 
(2012) did. The interventionists were two persons from the Finnish Institute of 
Occupational Health (FIOH) who planned the Change Workshop meetings and led the 
sessions, and all others were set under the participants. This separation could be contested 
since there were representatives from the Finnish Forest Centre participating in the 
planning sessions and the contents and programme of the Change Workshop were based 
on mutual agreement. So it would have been possible to include those persons 
participating in the planning sessions as interventionists. However, since the method itself 
was not familiar to these persons, I decided to include them under participants, although 
they were more informed about the Change Workshop sessions beforehand than the other 
participants. 
 
For structuring the sessions under certain themes based on the discussion, I simply 
followed the content of each speaking turn and when the content changed into a new topic, 
that formed a separation of the themes (or topics) from each other and those themes are 
written on separate lines in the content logs.  
 
According to Boyatzis (1998:45), the reduction of raw data takes place by marking source 
information by underlining, making notes, or highlighting and then outlining. I used the 
bolding, colours and italics to indicate the sections in speaking turns, which were the basis 
for the coding, i.e. classification of the speaking turn. Each speaking turn was first 
analysed to see if it could represent any phase of the expansive learning cycle. If that was 
the case, then a closer analysis to decide which phase in the expansive learning cycle. 
                                                          
110
 See e.g. Engeström, Rantavuori and Kerosuo 2012. 
131 
      
Quite a number of speaking turns are classified into several classes of the expansive 
learning cycle, e.g. including elements of questioning the prevailing situation, analysing 
the actual-empirical situation and modelling. If the speaking turn did not indicate any 
traces of expansive learning, it was coded under the other headings: Non-expansive 
learning, Organizational issue, Change Workshop method or Off topic (non-related) issue, 
and only in one of these headings. Annex 8 gives an example of a content log. 
 
The discursive elements mean the results of coding the speaking turns into the different 
categories (codes). Since one speaking turn could be coded under several subcategories of 
expansive learning actions, the number of speaking turns does not equal the number of 
discursive elements.    
 
I compiled a summary table from the findings of each individual Change Workshop 
session (by each content log), first by thematic phases in each Change Workshop session, 
then by compiling a summary table from each session by Change Workshop and finally a 
summary table by each Change Workshop from the first to the fifth one. These summary 





According to Metsämuuronen (2006:132), good features of qualitative research report are 
e.g. that the observations are conceptualized in a relevant manner and the observations are 
connected to the concepts by various ways; the original context has been respected, 
although it has been approached by different means. The researcher’s interpretations may 
not dispel the original context. 
 
After having completed the above mentioned analyses in coding each speaking turn, for 
the analyses of the Annual Clock, I first collected all the speaking turns including the word 
“annual clock” or indicating a problem related e.g. to timing of the actions (overlapping 
work), into one table session by session (by making difference between the content logs). 
Then I checked the contents again by eliminating the speaking turns which were not, after 
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all, directly related to the annual clock theme. I still checked the content after the quality 
checking was done and there were also highlighted those speaking turns which were 
related to the annual clock, so that I had included them. The final analysis was by the 




      
DESCRIPTIONS FOR THE CATEGORIZATION OF SPEAKING TURNS 
 
 I have analysed each speaking turn first into one of the main five categories: 
expansive learning, non-expansive learning, organizational issue, Change 
Workshop method, off-topic/non-related issue, and only into one category.   
 In expansive learning one speaking turn can contain several elements of the 
expansive learning components and then I have classified them in each different 
expansive learning action: e.g. criticizing the present practices at work (e.g. lack of 
training in using ICT systems) meaning classification into 1 (Questioning), 
describing the usage of ICT systems into different tasks, meaning also 
classification into 2B (Actual-empirical analysis).   
 Basically if I have classified the opening issue (providing the categorizing of the 
sub-theme) in one of the expansive learning component, or any other of the four 
categories (expansive learning, non-expansive learning, organizational issue, 
Change Workshop method) the following speaking turns in that sub-theme I have 
classified into the same major category as long as the content is related to the 
subtheme, unless the speaking turns is off-topic e.g. a joke. 
 
 
EXPANSIVE LEARNING  
 
The theoretical sequence of epistemic actions in an expansive cycle includes seven 
different phases.
111
  (Engeström 1987:317-336.) 
 
1 QUESTIONING the prevailing situation 
2 ANALYSES 
2 A Historical analysis, historical analyses of the situation, what has been 
happening 
2 B Actual-empirical analysis what is important to know to be able to 
describe and analyse the actual stage at work 
3 MODELING new situation 
4 EXAMINING the new model 
5 IMPLEMENTING the new model 
6 REFLECTING on the process 




Criticizing / questioning the employer on working conditions by any component in the 
activity system model 
- Critically questioning / answering / analysing / describing / commenting 
disturbances  at work activities by any component in the activity system model  
                                                          
111
 On learning actions within learning activity according to Davydov see Engeström 1987:188). 
134 
      
- Critical description of work activity by any component in the activity system model
  
- Critical remarks on working conditions / environment e.g. on lack of training by 




2A historical analysis 
- Charting / describing  / analysing / comparing previous working environment and / 
or practices by any of the activity system model components and e.g. by stating “in 
the past” or by indicating number of years in the past, or by indicating the past 
decade 
- Clarification to the presentation on previous working practices and/or environment 
by any of the activity system model components and e.g. by stating “in the past” or 
by indicating number of years in the past, or by indicating the past decade 
 
 
2B Actual-empirical analysis 
- Charting / describing present working environment by any of the activity system 
model components and e.g. by stating “at present”, “now” 
- Clarification or provision of additional information to the presentation on working 
environment by any of the activity system model components and e.g. by stating 
“at present”, “now” 
- Asking for additional information e.g. on present work tasks or on any other 
activity system model components 
- Challenging / clarifying / supporting question and/ or remark on presentations on 
the present work activities or on any other activity system model components 
- Answering to the questions on present work activities / working environments on 
any of the activity system model components 




3 MODELING   
- Proposal for a solution to a disturbing  work activity on any of the activity system 
model components 
- Describing / analysing a new way to proceed at work (solving a problem at work) 
- Widening the understanding on the content of the work / impact of the work  by 
any of the activity system model components 
- Proposing former method to a recently emerged disturbing situation (e.g. “driving 
license” for the new ICT systems)  






      
4 EXAMINING the new model 
- Analysing / describing the new situation or implications  at work while 
implementing the development projects into practice 
- Questions on the presented new models on practical implications  
 
 
5 IMPLEMENTING the new model 
- Describing the implementation of the development projects into practice 
 
 
6 REFLECTING on the process 
- Analysing / describing the experiences during the Change Workshop process 
- Analysing / describing the process to develop ideas into new development projects 
 
 




Non-expansive learning is understood here as not directly been connected into any of the 
expansive learning components, so I could not classify the speaking turn into any of the 
expansive learning component, but still it contained some other type of learning e.g. new 
information related to work activities in the organization 
 
- New or additional information related to the topic under discussion, which the 
participants and / or interventionists may not know, usually related to 
organizational matters in the Finnish Forest Centre 
- Asking a question to understand the issue under discussion, or to avoid potential 
misunderstanding 
- Confirming, or providing an answer to a specified question  
- Explaining work related issues (e.g. regional differences, climate in south and north 
having effect on work etc.) 
- Correcting misunderstanding or other issues under discussion 
- Expressing one´s own understanding of the issue under discussion 
 
 
Three other categories outside learning actions: 
 
ORGANIZATIONAL ISSUE 
- Introduction of new persons or participants 
- Presenting the topic for discussion 
- Presenting the programme for the day 
- Organizing the session, working group 
- Arranging space for working groups 
- Discussions on meeting times and places 
- Being chairperson for discussion and providing turns for speakers 
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CHANGE WORKSHOP 
- Explaining the method and concepts related to the Change Workshop method 
- Providing guidelines for working groups on the Change Workshop  method , e.g. 
on how to apply the components of the activity system model or any other tool 
used 
- Comments on the Change Workshop method 
- Criticism on the Change Workshop method 
 
 
OFF-TOPIC, NON-RELATED  
- Jokes 
- Speaking of issues not related to the topic for discussion, often “social jokes” some 





      
6 FINDINGS: EXPANSIVE LEARNING IN THE CHANGE 
WORKSHOP AT THE FINNISH FOREST CENTRE 
 
6.1 Emergence of an expansive learning cycle during the Change Workshop
  
This Chapter focuses on the emergence of expansive learning during the Change 
Workshop by presenting the findings to the research questions: 1) what learning actions 
can be identified in the Change Workshop and do these actions constitute any expansive 
learning cycle? 2) What is the nature of the contribution by interventionists and 
participants?  
 
The overview of the data analyses consist of summary data by each five Change 
Workshop, by each session in a Change Workshop and finally details by each session (by 
each content log). This is presented in Annex 9.  
 
I counted the total number of speaking turns to be 1,190 during the five Change Workshop 
meetings. I classified these speaking turns into five categories, namely expansive learning, 
non-expansive learning, organizational issue, Change Workshop method and off-topic or 
non-related issues. The expansive learning category consisted of subcategories of 
questioning, historical analyses, actual-empirical analyses, modelling, examining the new 
model, implementing the new model, reflection on the process and consolidating the new 
practice.  
 
A discursive element means the coding results of each speaking turn into one of the 
different categories as named in the paragraph above. Since one speaking turn could be 
coded under several subcategories of expansive learning actions, the number of speaking 
turns does not equal the number of discursive elements. The number of discursive 
elements is slightly higher than the number of actual speaking turns. The number of total 




      
Out of these 1,378 discursive elements, almost 60 per cent was produced by the 
participants (820 discursive elements) and 37 per cent by the interventionist (503 
discursive elements). The off-topic issues covered only 4 per cent of the total number of 











Figure 6.1 Discursive elements (in total) percentage distribution into different categories. 
 
Just over half (52 per cent) of the discursive elements I found to present expansive 
learning (720 discursive elements), and 658 discursive elements were classified to non-
expansive learning (48 per cent). 
 
Analysis by main categories showed Organizational issues as covering 34 per cent of total 
discursive elements (466 discursive elements). Most of the discursive elements (287) were 
presented by the interventionists and 179 discursive elements by the participants. This 
relatively high number of discursive elements in organizational issues is partly explained 
by the fact that this category includes introductions of participants during the beginning of 
the first and third Change Workshop meetings (the introduction round of participants at the 
beginning of the fifth Change Workshop meeting was not transcripted and is not included 
in the discursive episodes. 
 
Discursive elements related to the Change Workshop method covered 5 per cent and 71 
discursive elements altogether. The share of interventionist was 80 per cent (57 discursive 
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elements). This is very natural since the interventionists know the method and need to 
explain it to the participants to proceed during the Change Workshop. The longest 
speaking turns by the interventionist were when explaining the Change Workshop method 
and summarizing the proceedings. 
 
Non-expansive learning formed five per cent of the discursive elements (66 discursive 
elements). Most of these non-expansive learning elements were internal information 
exchange on current issues within the organization, where representatives from the central 
unit in Lahti and participants from the different regional units were discussing. So the 
share of speaking turns by the interventionist was low (21) and the participants took 45 
speaking turns. 
 
Figure 6.2 Discursive elements across Change Workshop meetings by interventionists and 
participants. 
 
Figure 6.2 indicates the different Change Workshop meetings from the first one to the 
fifth, and the learning goal for each Change Workshop meeting. The columns indicate the 
distribution of total number of discursive elements by participants and interventionists 
during the Change Workshop meetings. 
140 
      
Expansive learning cycle 
 
As mentioned before, the share of discursive elements in the expansive learning formed 52 
per cent, 720 discursive elements of the total 1,378.  
 
What is interesting is that almost 81 per cent of the discursive elements were actually 
produced by the participants (582 discursive elements), whereas the share of the 
interventionists was 19 per cent (138 discursive elements) in the category of expansive 
learning.     
 
The following analyses each phase of the expansive learning cycle in more detail by the 
emergence of different discursive elements during the entire expansive learning cycle and 
by the share of participants and interventionists.  
 
6.1.1 Questioning  
Questioning is the starting phase of the expansive learning cycle. The number of discursive 
elements (161) categorized in the questioning phase was the second largest, representing 
22 per cent of the total discursive elements in the expansive learning cycle, of which the 
majority (153 discursive elements) was expressed by the participants and only 8 discursive 
elements by the interventionists (during the second and third Change Workshop meetings). 
 
While analysing the emergence of questioning during the entire expansive learning cycle, 
the second Change Workshop meeting (51 discursive elements in total) and third Change 
Workshop meeting (54 discursive elements in total) were the most intensive periods in 
questioning. During the first Change Workshop meeting, participants aired 33 questioning 
elements during the discussions. During the fourth Change Workshop meeting, the 
questioning dropped to five expressions, but increased to 17 during the last (fifth) Change 
Workshop meeting.   
 
In the second Change Workshop meeting the analyses of disturbances at work by the 
activity system model was on the agenda, so the high number of discursive elements is 
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related to the theme of the day. The participants had had as a second intermediate 
assignment to keep diary and record disturbances at work. These disturbances were 
analysed during the second Change Workshop meeting. 
 
However, during the third Change Workshop meeting on modelling phase, the questioning 
was as high as during the second Change Workshop meeting on actual-empirical and 
questioning phase, and the questioning was most intensive during the last part of the third 
Change Workshop meetings (33 discursive elements). This is interesting since the third 
Change Workshop meeting was devoted to the presentation of development ideas to 
management for comment and discussion!  
 
The participant’s intermediate assignment was to prepare presentations by each Service 
(Forest Data Services, Finance and Auditing Services and Customer Services) to the 
management, including present activities, disturbances at work, what has changed at work 
to date and what ideas did the participants have to overcome the challenges at work. So the 
discussion on disturbances at work was included as an argument and justification for the 
ideas to develop work processes. In addition, deviations from the agenda arose a couple of 
times with regard to the marketing of Metsään.fi services and the concerns related to this 
were placed under questioning. This explains the high amount of discursive elements on 
questioning during the third Change Workshop meeting. 
 
Before the fifth Change Workshop meeting, the intermediate assignment was to further 
develop and pilot the new ideas. The results of the working groups were presented at the 
beginning of the fifth Change Workshop meeting. Here, too, disturbances at work were 
justifications for the new forms of working practices as was the case during the third 
Change Workshop meeting.  
 
During the first Change Workshop meeting, the questioning indicated more the kind of 
unmanageable grievances regarding the present work situation. This indicates that there 





      
6.1.2 Analysis  
Historical analyses 
 
The second phases of the expansive learning cycle are the historical analyses of work 
and/or the actual empirical analyses of work. In this study, I have separated these two 
categories, e.g. so that historical discursive elements are clearly those which the speaker is 
explicitly stating “in the past, in history” etc. indicating that the practices do not apply any 
more. The actual-empirical discursive elements are pointed out by using e.g. “at present, 
now” by the speaker.  
 
The speaking turns coded into historical analyses are accounts of work situations mainly 
more than three years ago, since the recent changes have very much merged into each 
other during the past three years. The Act on the Finnish Forest Centre (418/2011) entered 
into force on January 2012. This meant considerable changes at work for some of the 
participants as the previous chapters of this study have already highlighted. 
 
There were only a total of  31 discursive elements of historical analyses (26 by the 
participants and 5 by the interventionists). The majority of historical analyses by 
participants was expressed during the fourth Change Workshop meeting (12 discursive 
elements), while nine discursive elements were expressed during the first Change 
Workshop meeting. During the first Change Workshop meeting, the discursive elements of 
historical analyses were given when the rapporteurs from working groups were describing 
the changes at work using the activity system model.   
 
The historical analyses in the fourth Change Workshop meeting took place after the 
interventionist presented a historical analysis on the organizational development dating 
back to 1970s, which was prepared in another Change Workshop for management (Annex 
4). The discursive elements of historical analyses during the fourth Change Workshop 
meeting were related to the former organizational form of teams, which had later been 
changed. Some participants had been satisfied with the teams and regretted that they had 




      
Actual-empirical analyses  
 
The highest number of discursive elements in the expansive learning cycle was counted for 
actual-empirical analyses, which represented 46 per cent of the total, a total of 331 
discursive elements, of which 236 were expressed by the participants; this represents about 
one third of the total discursive elements in the expansive learning cycle.  
 
It seems that in this case study the actual-empirical analyses of the work were far more 
central for the participants than the historical analyses, or any other component of the 
expansive learning cycle, although the majority of the participants had very long careers 
working in the same organization and, as such, had much personal experience of the 
historical changes in their work. It may be that the past grievances at work have faded 
through the years, so that the recent challenges at work are causing the stress.  
 
The highest number of discursive elements of actual-empirical analyses was during the 
third Change Workshop meeting and totalled 104, of which 84 were presented by the 
participants. This is again related to situations when the participants were describing their 
actual working situations to managers by explaining the disturbances at work, as well as 
providing the disturbances at work as reasons for the developmental ideas.  
 
The actual-empirical analyses was the agenda for the first Change Workshop meeting and 
this is reflected by the high number of discursive elements of actual-empirical analyses, 
103 altogether, about the same as during the third Change Workshop sessions. The first 
task for the participants, before the Change Workshop started, was to describe in a table, 
the work situation three years ago and at present since the most recent organizational 
changes, which took effect at the beginning of 2012. This was used as a mirror data during 
the first Change Workshop sessions to analyse the changes at work in the framework of the 
activity system model (Chapter 3.5.3). 
 
Also during the second Change Workshop meeting, the actual-empirical analyses were 
high in utterances, 99 altogether, of which 58 were expressed by the participants. During 
the fourth and fifth Change Workshop meetings, the number of discursive elements of 
actual empirical analyses decreased to 16 and 9 discursive elements.  
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It is also interesting to note that the number of discursive elements in the expansive 
learning cycle, located in this category of actual-empirical analyses is high also among the 
interventionists, especially during the three first Change Workshop meetings. The majority 
of the discursive elements of actual-empirical analyses by interventionists were during the 
conclusions of the second and third Change Workshop meetings. The interventionists are 
reflecting the participants’ expressions when summarizing the sessions, revising the 
models, as well as bringing into discussion the elements they have collected while 






The modelling phase represented 16 per cent of all the discursive elements on the 
expansive learning curve.  
 
Discursive elements of modelling were most frequently expressed during the last (fifth) 
Change Workshop meeting, 34 discursive elements in total, of which 26 were expressed by 
the participants. The majority of the discursive elements of modelling were expressed at 
the beginning of the fifth Change Workshop sessions, when all the developmental projects 
were presented. The fifth Change Workshop meeting included also participants from the 
other parallel Change Workshop process for the managers, so the presentations of the 
participants from the other Change Workshop process was also included in these figures. 
 
The second most frequently occurring expressions of modelling were during the fourth 
Change Workshop meeting with a total of 38 discursive elements, of which 31 were 
presented by the participants and 7 by the interventionists. The aim of the fourth Change 
Workshop meeting was to concretize the development ideas so this is very much in line 
with the theoretical assumptions.  
 
The third most frequent occurrence of modelling was during the third Change Workshop 
meeting, when the development ideas were presented to the managers for comment. The 
assignment had been to develop ideas to overcome the disturbances at work. During the 
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third Change Workshop meeting, modelling prevailed by a total of 37 discursive elements, 
33 cases of which the participants presented. 
 
There were a few discursive elements of modelling during the first (3 ideas) and second (5 
ideas) Change Workshop meetings, but they were ignored. Also other researchers 
(Engeström 2008:154) have noted, that when new ideas are presented in a situation where 
the time is not yet ripe and modelling is not on the agenda, the ideas to improve work tend 
to remain without support.  
 
 
6.1.4 Examining the new model 
 
Examining the new model formed 9 per cent of the total in expansive learning cycle, 62 
discursive elements, of which 53 were expressed by the participants. All the discursive 
elements of examining the new model were presented during the fifth Change Workshop 
meeting. The aim of the fifth Change Workshop meeting was to evaluate how the aims of 
the project have been achieved, to evaluate how the development projects have resolved 
the disturbances at work and how they promote the new strategy and operations model.  
 
In the Change Workshop for employees, the focus was on how development projects 
promote the conceptualization of the new job descriptions for Forest (Data) Advisors, 
fluent operations in new tasks and the co-operation between the processes.  
 
 
6.1.5 Implementation of the new model and reflection on the process 
 
Implementation of the new models and development projects, as well as the reflection on 
the process, had minor role with a total of only 8 discursive elements for the 
implementation and 10 for the reflection on the process. All these were expressed during 
the fifth Change Workshop meeting. The discursive elements of consolidating the new 
practice were not identified during the Change Workshop at all. 
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This is quite reasonable, since there were only two months between the fourth and fifth 
Change Workshop meetings, so besides further planning and concretizing the ideas, there 
was not enough time to implement them in practice let alone consolidate the new practices. 
Some implementation had taken place on the collection of User-Friendly Guidelines for 
the Aarni ICT system, which had already been prepared in some Regional Units for local 
use and were now shared by everyone across the organization. 
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Figure 6.3 Discursive elements of expansive learning actions in Change Workshop. 
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Figure 6.3 illustrates the distribution of discursive elements coded into expansive learning 
phases expressed by participants and by interventionists during the five Change Workshop 
meetings. 
 
6.1.6 Conclusions  
 
The method of coding each speaking turn provides an overview of the entire data from all 
the Change Workshop sessions. Based on the quantitative data analyses, the different 
phases of the expansive learning cycle theory do appear during the Change Workshop 
(except for consolidation), but some of the learning actions, such as questioning, historical, 
actual-empirical and modelling, appear throughout the Change Workshop process.
112
 That 
is to say there is a constant appearance (or mixture) of various discursive elements of 
expansive learning actions during the different phases of Change Workshop (Annex 9). 
The summaries by session and by each Change Workshop meeting provide an 
understanding of the overall activity between the interventionists and participants in the 
Change Workshop processes.  
 
When analysing the number of discursive elements based on the expansive learning cycle 
during these five Change Workshop meetings, there is no major difference from the first to 
the fifth Change Workshop meeting as regards the share of participation between the 
participants and interventionists. The share of participants varied from between 53 per cent 
(in the second Change Workshop meeting) and 64 per cent (in the first and third Change 
Workshop meetings). Even from the very first Change Workshop meeting, especially in 
the second session, the participants were very vocal to the last session and were actively 
involved in the discussion. The highest number of discursive elements coded as expansive 
learning actions was during the third Change Workshop meeting and especially during the 
last session, which was dedicated to the discussion of development of job description in 
the three Services and the managers were present to comment (121 discursive elements by 
participants). 
 
                                                          
112 Some of these could be called mini-cycles, as was indicated by Engeström 2008. 
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There is a slight decrease in discursive elements coded in expansive learning phases by the 
interventionist towards the end of the Change Workshop process. 
  
The above-mentioned cases can indicate agency formation. In general in the Change 
Workshop, it is stated that there appears agency formation when the participants take an 
increasingly active role in the development of ideas of how to overcome the disturbances 
at work towards the end of the process.
113
 (Launis, Schaupp, Koli, Rauas-Huuhtanen 
2010:52-53).  
 
In general, agency formation during a Change Workshop is an interesting topic for any 
further research and the Change Workshop conducted in the Finnish Forest Centre will 
provide excellent data for such research.  
 
     
                                                          
113 See especially Haapasaari, Engeström and Kerosuo 2013. 
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6.2  Developmental phases of Annual Clock on the expansive learning cycle 
in the Change Workshop  
 
During the fourth Change Workshop meeting in January 2013, three developmental ideas 
were chosen by voting among 20 presented ideas to be further developed and eventually 
implemented in the organization. The chosen ideas were development of an Annual Clock, 
development of Regionally Responsible Working Teams and development of Easy-to-use 
Instructions for the Aarni ICT system. 
 
These ideas complement each other since the possibility to implement Regionally 
Responsible Working Teams means that the persons must know each other’s working 
plans and timetables and the Annual Clock is one tool to facilitate this. To transfer the 
required information from one Service to another, e.g. Forest Advisors in Finance and 
Auditing Services doing field work in certain forest compartments and collecting 
information for the Forest Data Advisors working for the Forest Data Services need to 
know how to use the Aarni ICT system to make the information available. 
 
In the previous section (6.1), I analysed how the different expansive learning actions 
emerged during the entire process of Change Workshop. In the following, I will explore 
how one developmental idea, namely the Annual Clock, emerged during the Change 
Workshop process and how that emergence can be analysed by using the expansive 
learning theory. The importance of the Annual Clock is provided in Figure 6.4 (on page 
166) also as a base for its selection to be a case study in this research. 
 
The Change Workshop for employees at the Finnish Forest Centre consisted of five 
meetings, which were basically planned according to the theory of expansive learning.  
 
 
6.2.1 Analysis of recent changes of work 
 
The first Change Workshop meeting in October 2012 was devoted to analyses of the recent 
changes of work. The 12 participants represented three different functions at the Finnish 
Forest Centre, namely Forest Data Services, Finance and Auditing Services and Customer 
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Services. The participants were given a pre-assignment to answer in six questions about 
their experiences of changes at work three years ago and how the recent changes were 
visible since the latest organizational change. During the first Change Workshop meeting, 
these changes were analysed at working groups by using the activity system model.  
 
The Forest Data Advisors’ working group report on the changes of activity system also 
included contradictions between the activity systems of different Services, although the 
discussion was planned to cover differences between the Services, changes at work, 
customers (differences, similarities, co-operation between the Services), and historical 
changes. The disturbances at work were to be dealt in the following Change Workshop 
meeting in November. 
 
While introducing the different client groups of the Forest (Data) Advisors, the rapporteur 
also highlighted the importance of information sharing in the organization to avoid 
overlapping tasks being done in different Services. He emphasized the importance of forest 
owners as customers, not forgetting other customers e.g. internal customers. To be able to 
provide services to different customers it is important for information to flow within the 
organization. The rapporteur was also concerned about the overlapping work carried out in 
different Services and to overcome this better information flow would be needed. (9. 2nd 
Content log, 2nd session, 1
st
 Change Workshop 31 October 2012.) 
 
The rapporteur also provided an example in the field work of Forest (Data) Advisors in 
Forest Data Services and in Financial and Auditing Services: he himself (representing 
Forest Data Services) will first visit a compartment and afterwards during the same day, 
another person from Finance and Auditing Services will inspect the same compartment. 
(11. 2nd Content log, 2nd session, 1
st
 Change Workshop 31 October 2012.) 
 
After all the presentations from the different working groups on the actual-empirical 
analyses of work, the discussion again turned to the disturbances at work between the 
different Services. One participant wanted to know more about the lack of information 
between the different Services and how information sharing is carried out between the 
Services, so that one after another inspects the same compartments.  
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A professional from Financial and Auditing Services explained that since there is no 
information available about where another colleague might be carrying out inspection in 
the field, or when the availability of information collected is delayed, the Forest Advisor 
working in Financial and Auditing Services must inspect the area, because he must meet 
decision-making deadlines and cannot wait for any information collected previously. 
 
Another participant from Finance and Auditing Services clarified the underlying problem, 
which was related to the difficulties in the usage of the new information system, which is 
supposed to facilitate information flow between the Services. The Aarni ICT system had 
not yet been brought in use in many regional units. 
 
A clue for the germ cell
114
 appeared by the end of the discussion on the contradictions, 
which was related to the timing and schedule of work in the different Services.
115
 One 
representative from Financial and Auditing Services explained that an annual schedule 
related to former ICT-system will no longer be in use.  
 
90. (Participant 4) On siinä toinekin syy, että minkä takia Aarni-koulutusta 
tarvittas, koska meillä ei ole vuosijärjestelmää nyt, en tiedä, joko tänään 
päättyy, vai päättyykö vasta vuodenvaihteessa, että sen jälkeen Ratapuolella 
ei oos niinku mitään tämmöstä vuosipohja poistuu minun tietääkseni 
käytöstä… (2 Content log: 1 Change Workshop 2nd session. 31.10.2012.) 
 
The need for some time schedules to develop co-operation between the different Services 
was an idea to overcome the difficulties. The contradictions in the activity system (or 
between the activity system), or modelling were not the main focus on the agenda of the 
day during the first Change Workshop meeting, so these topics were bypassed for any 
further analyses. These clues of the germ cell, need for timetables and tool for information 
sharing, in discussions rather represented deviations from the agenda of the day.  
 
The assignment for the next Change Workshop meeting was to keep a diary and to 
describe 2-3 disturbances at work and/or success stories at work. 
 
 
                                                          
114 The term germ cell was explained in section Interventionism in activity theory on page 61. 
115 See Virkkunen and Shelley  Newnham 2013:171, in the change laboratory possible solutions were raised during the first session, and 
eventually one of the ideas formed a base for the new solution. 
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6.2.2  Analyses of disturbances at work 
 
In the second Change Workshop meeting (November 2012), the returned assignments on 
disturbances at work were discussed. While analysing the returned assignments, the above-
mentioned problems at work, overlapping tasks in different Services, such as inspection 
visits to the same compartments were not mentioned at all. They did not seem to have 
importance over other disturbing experiences at work, and there was a discontinuation of 
this specific topic. This dilemma can be explained by the fact that no field visits were done 
at that reporting time. The season was turning to winter and field visits were not possible 




The returned assignments on disturbances at work were used as mirror data and were 
assigned for further analysis in the working groups. One of the three working groups was 
assigned to work on backlog situations in Forest Data Services. The participants were free 
to select in which working group they preferred to go. The working group on disturbances 
in Forest Data Services attracted most of the participants, six persons out of twelve.  
 
The word “Annual Clock” came up in the working group on disturbances in Forest Data 
Services, when the members were discussing about the disturbances at work and the 
reasons behind them. Alongside the discussions, some spontaneous ideas were floated on 
how to overcome the disturbances at work, although this was not indicated in the 
guidelines. There was discussion on how some tasks could be done in wintertime e.g. 
updating information in the Metsään.fi portal to ease the stress in summertime. A comment 
was expressed that the “Annual Clock” approach ought to be rethought all over again. 
Discussion spilled over into other disturbances work and the “Annual Clock” was no 
longer mentioned. (Ryhmätyön 3 aihevalinnan loppu ja Metsäneuvojan työnkuva 36:23; 2 
Change Workshop, 20.11.2012.) 
 
The rapporteur presenting the results of the discussions in the Forest Data Services 
working group emphasized co-operation and flexibility in which the Annual Clock could 
provide opportunities in planning field work and office work as well as easing work 
backlogs. He also highlighted that the recent changes in the organization have facilitated 
                                                          
116 Some of the participants were from the northern part of Finland, from the Northern Ostrobothnia, Southern Savo, and South-West 
Finland. 
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more opportunities for co-operation. In addition, recent changes in legislation have 
facilitated new forms of co-operation between different professionals working for different 
Services. He stressed that the division of labour ought to be solved by co-operation across 
the different Services within the organization, so that the compartments would be visited 
only once and the information collected would be shared through the Aarni ITC-system. 
The planning of work, including inspection visits to compartments, was to be done in the 
spring, and then during the summer the information is shared from the field visits, and 
overlapping visits to compartments can be avoided. 
 
39… …tän sisäsen asiakkuuden kanssa vakavissaan että toimitaan koko 
yhteisön hyväksi, prosessista riippumatta. Ja sitten vielä varataan, resur- tai 
aikaa tämmösille yllättäville, tehtäville mitä ei sitten siinä keväällä kenties 
pystytä osottamaankaan. Tois tämmöst joustavuutta. Katsotaan sinne päin 
voi tulla esiin, tässä, ryhmätyötehtävässä oli vielä, tän vuosikellon eteenpäin 
kääntämistä tuossa keskustelussa nostettiin esille… (6 Content log: 2 Change 
Workshop, 4th session. 20.11.2012.) 
 
The presentation of the recognized contradictions, especially in the Forest Data Advisors’ 
work, brought up the idea of an Annual Clock as a germ cell for a new developmental tool 
to facilitate new forms of co-operation between the different Services (activity systems) 
within the organization.  
 
However, the focus was on the analyses of contradictions in activity systems in the second 
Change Workshop meeting, modelling was not yet on the agenda, and there was no further 
discussion on the Annual Clock. 
 
At the end of the second Change Workshop meeting the participants decided to continue to 
work by Services (Forest Data Services, Customer Services, Finance and Auditing 
Services) to elaborate ideas for improvement and development at work to be presented to 
the managers during the next, third Change Workshop meeting in January 2013. The 
elaboration of developmental ideas was the content of new assignment to be completed 




      
6.2.3 Future of the Finnish Forest Centre and development of ideas to overcome 
the disturbances at work 
 
Five managers were invited to participate in the third Change Workshop meeting on 10 
January 2013 to discuss with the participants the recent changes at work, future of the 
Finnish Forest Centre and developmental ideas to overcome the disturbances at work. 
 
When we look at the discussions, the idea of an Annual Clock appears more frequently in 
very different contexts.  
 
One of the managers, while commenting on the presentations of one of the working 
groups, expressed his major concern about the marketing of Metsään.fi services. 
According to him, once the boundaries between the Services were lowered, there would be 
need for an Annual Clock for each employee, so that there would be knowledge about 
what one is doing and when, and also the time reserved for each task would be respected. 
 
45. … Kyl mulle tulee väkiste se mieleen että, kun mennään, nää prosessien 
raja-aidat madaltuu nii, tarvittas jonkinlainen vuosikello jokaiselle 
toimihenkilölle, että mitä tehdään millonki ja sitte niistä pidetään niistä 
aikavarauksista enempi kiinni…  (8 Content log, 3rd Change Workshop, 2nd 
session. 10.1.2013.) 
 
While more co-operation possibilities between the Services were opening up, there were 
new and increasing needs for more tools to facilitate the arrangements. The manager also 
emphasized that 2/3 of the personnel were occupied in Forest Data Services and in Finance 
and Auditing Services, so it was essential to develop co-operation between these two 
activity systems.  
 
However some new contradictions were foreseen due to the planned co-operation across 
the Services;  one manager told about the complaints he had heard from the Forest 
Advisors working in the field: that they are receiving conflicting orders to perform “this 




      
Another participant in the Change Workshop elaborated more on the current work 
situations of Forest Advisors in the field related to seasonal changes. At certain times of 
the year, the work of Forest Advisors is concentrated around field work, and at those times 
it is difficult to work for another Service. He also considered it to be a problem in 
leadership and allocation of resources. The organizational changes were carried out too 
fast, without waiting to develop issues somewhat further before implementation; such as 
the new ICT systems.   
 
The interventionist mentioned the Annual Clock during a discussion on the marketing of 
Metsään.fi portal. The Annual Clock could be useful in organizing resources available for 
updating the information in the portal, as customer numbers increase. Here the Annual 
Clock was presented as a tool to facilitate work processes in updating information in the 
portal. The idea of Annual Clock was expanded into a tool to facilitate co-operation across 
workplace boundaries and across different Services. 
 
37: Tääl oli tää, jossain puheenvuorossa esiinty tää vuosikelloajattelu 
myöskin, niin siihen liittyy varmaan myös nää tämmöset erilaisten asioiden 
erilaiset aikarajat ja niiden pohtiminen. Vähän erilaisten toimintojen 
vuosikello näkökulmastakin. (9 Content log, 3rd Change Workshop, 3rd 
session. 10.1.2013.) 
 
However the discussion continued on other aspects on the disturbances related to 
marketing Metsään.fi services.  
 
Later, another participant pointed out the differences at work-load of the Forest Data 
Advisors during the summer and winter times and how this impacts on marketing 
Metsään.fi services to forest owners. Although this point is also related to the Annual 
Clock, it was not directly expressed by the speaker.  
 
An interventionist was synthetizing the discussion and highlighted some of the issues, e.g. 
the seasonal variations at work-load, reflecting on the need for an Annual Clock, but not 
mentioning it directly. Her intention was to close the discussion on the marketing of 
Metsään.fi, which was a deviation from the agenda, and to return to the former discussion 
on job description, which was included in the presentation from the working group on 
Finance and Auditing Services.  
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After a while, the question about the seasonal variations at work-load was raised again in 
the discussion, although connected to job description. The participant was calling for more 
accurate planning of work and realistic target setting. 
 
The participants who had initiated the previous discussion on the Metsään.fi marketing 
returned back to the concern about Metsään.fi marketing. This time the participant 
mentioned the Annual Clock, how it can be a useful tool, to reserve time for the marketing 
of Metsään.fi along with other tasks. In a way, there was further expansion of the idea of 
an Annual Clock. This time the Annual Clock was seen as a tool for reserving/allocating 
resources for certain important tasks. 
 
116. Toki toki näin.. se pitää vaan muistaa taas siinä kuuluisassa 
vuosikellossa et siinä on, tähänki on varattava aikaa, siis tää on, myyntiin 
markkinointiin, mitä se onkaan sitte. (--) [0:50:13.8]. (9 Content log, 3rd 
Change Workshop, 3rd session. 10.1.2013.) 
 
During the third Change Workshop meeting, there were sporadic comments on the Annual 
Clock and concerns about the seasonal variations at work-load and different aspects of 
timing, where the Annual Clock could be a useful tool to facilitate planning and allocation 
of work resources. These topics had been emerging in the discussions from the very 
beginning of the Change Workshop process, but now these concerns were shared with the 
managers as well. 
 
The Annual Clock was not defined, but was widely seen as a general tool to solve various 
timing and resource bottlenecks. The coverage of the Annual Clock expanded. 
 
 
6.2.4 Further development of ideas into development projects 
 
The aim of the fourth Change Workshop meeting in January 2013 was to concretize the 
developmental ideas by selecting some 2-3 ideas from the developmental ideas presented 
and discussed during the previous session for further elaboration. The managers did not 
participate in this session anymore, so the number of participants was 10 (two were 
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absent). At the beginning of the fourth Change Workshop meeting, the participants were 
divided into smaller working groups by random selection (counting to three).  
 
In reporting from working group one, the scheduling of work was emphasized as one of 
the major issues, along with the development of co-operation between the different 
Services. The rapporteur from working group one presented some preconditions, such as 
time management and managerial responsibilities, clear job descriptions and agreements 
for development of co-operation between Forest Data Services and Finance and Auditing 
Services, also concerning Customer Services and Promotion Services. To be able to 
continue with the development of co-operation between different Services, an Annual 
Clock is needed. 
 
  4: Elikkä yhteistoiminnan kehittäminen eri prosessien kesken. Se oli se yks 
eli, tarkottaa sitä, että mitä on noissa kehittämisesityksissä olluki esillä niin 
RaTan kuin Metin [0:03:44.3] kesken, sitä ajankäyttöä. Ja tietenki sitte 
vastaavasti myöskin tuonne edistämis- ja asiakkuuden puolelle. Mutta sitte se 
tietenkin edellyttää nyt sitte sellasia asioita kun, selkeesti määritellään, et 
kuka on nyt sitte se esimies, joka tavallaan, jonka vastuualueeseen henkilö 
kuuluu. Mut et sillä on sitte toimenkuvassa määritelty näitä muita tehtäviä, ja 
sovitaan niistä selvästi tarkkaan. Ja se tietysti johtaa sit siihen että, pitää 
olla tommonen vuosikello sillon kehittää. (11 Content log, 4th Change 
Workshop, 2nd session, 10
th
 January 2013.) 
 
Here the Annual Clock is presented as a tool, which is needed to facilitate co-operation 
between two different Services (activity systems) of the Finance and Auditing Services 
and the Forest Data Services.  
 
Another member was concerned that while working for different Services, an employee 
may end up in a trap between two managers setting conflicting demands on his work 
performance. According to him there must be clearly one manager, who will direct the 
work, although employees are quite independent in performing their work. However, the 
Annual Clock will facilitate also the supervision of work. 
 
The rapporteur from working group number one continued to provide arguments for the 
Annual Clock. Regardless of whether there is one manager, or performing one type of task, 
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it is useful to create the Annual Clock, for example, if there are new employees starting to 
work, the tasks will be done at the right time.  
 
The interventionist asked if the content of an Annual Clock was to be different in different 
Services. She had already once before expanded the idea of an Annual Clock for different 
Services.
117
 According to the rapporteur from the working group one, there was a need for 
an Annual Clock at least in Finance and Auditing Services and in Forest Data Services. 
 
The Annual Clock was reported by mentioning it in two of the three working group 
reports, and in the third one it was indirectly present, since the regionally responsible 
Forest Advisors teams would need a schedule for co-operation.  
 
Before work continued in working groups, an additional deviation from the agenda 
emerged in the form of discussion on the former organizational structure based on team 
work. In that context, concern was expressed that if persons are assigned to do additional 
tasks for different Services there is need for further training of different tasks in different 
Services, so that one would be able to perform them and in that process the Annual Clock 
would be useful. 
 
An interventionist was synthetizing the discussion on new development projects and 
provided further support for the working groups by suggestions to have one person in 
charge and to make priorities.  
 
56: (Interventionist 1) “The Regionally Responsible Forest Advisors Team 
means operations in one regional unit. So the diversifying of job descriptions 
is related to that. But it can mean also other solutions. One is the 
development of co-operation and the regionally responsible Forest Advisors 
team. There is clearly the Aarni ICT system, the Annual Clock and the 
training system.” (11 Content log, 4th Change Workshop, 2nd session, 10th 
January 2013.) 
 
The concern about finding time for Metsään.fi marketing was raised by the other 
interventionist and the Annual Clock was the answer to that concern; the time for 
marketing should be scheduled, too. 
                                                          
117
 See 37. 9 Content log, 3rd Change Workshop, 3rd session, 10th January 2013. 
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While organizing the working groups by Services to develop further, three persons 
expressed their interest for the working group on further planning of the Annual Clock in 
January 2013. 
 
In the working group meeting on the Annual Clock (Paja 4 ryhmätyö 2 vuosikello-
ryhmä.WMA, kesto 22:03), the participants were very active in discussing the different 
aspects of the Annual Clock. They had a table to fill in. It contained six aspects: 
developmental task; aims, impacts and the object of development; progress and 
responsible persons; prerequisites for implementation; anticipation of development 
challenges; other aspects to be taken into account in this development task. Each section 
included several questions to be answered. 
 
The discussions floated around collecting ideas what is done at different times of the year, 
what is done in Forest Data Services and in Finance and Auditing Services during different 
seasons. Participants expressed their satisfaction that at least once they can influence their 
working situations. Some ideas were expressed to collect experiences from other regional 
units (members of the working groups were from the same regional unit) by email. One 
member reported that the Regional Director had an Annual Clock in his use. Some 
reservations were expressed as to whether the Annual Clock would be useful since the 
changes were appearing very rapidly at work; legislation is changing so the “Clock” must 
change. It was considered important to have the managers involved in the process. One 
conclusion was that the Annual Clock had not been applied before for a larger working 
community, although some persons have had an Annual Clock in their own use. 
 
The working group presented their plan to proceed in developing the Annual Clock. 
According to the working group, the aim was to collect a list of tasks which are carried out 
during different seasons by different professionals working in different Services, so that 
Finance and Auditing Services and Promotion Services could carry out an inquiry among 






      
Rapporteur from the working group on Annual Clock: 
 
30: …Elikkä tavallaan me ehittiin vastata tuohon tavoitteet, vaikutukset, 
kehittämisen kohteena oleva toiminta. Elikkä tavallaan että kyllähän se 
kohdistuu koko kenttähenkilöstöön ja tavallaan kaikkiin, jos siitä haluaa 
hyötyä jotain. Ja sitte tapauskohtasesti se on vähän yksilöllinen sitten, että 
sen voi muokata siihin kantimiin. Ja toi eteneminen ja vastuuhenkilöt niin me 
vähän, aateltiin että ensimmäiset askeleet kehittämistehtävässä elikkä että, 
kerätään vähän niin ku semmonen lista tai tiedustellaan että mitä tehdään 
tiettynä aikana vuodesta. Ja tavallaan (-) [0:06:39.0], RaTa ja 
edistämispuolelta vähän niin ku kyselis laittais omia kokemuksia. Ja aateltiin 
että jos sähköpostilla tekis jonkun kyselyn. (12 Content log, 4th Change 
Workshop, 3rd session. 10.1.2013.) 
 
The rapporteur continued by explaining that in the development of the Annual Clock the 
employees who are affected by it should participate in the process. The productivity and 
the meaningfulness of work as aims at work could be motivating factors for different 
parties to take part in the process. 
 
An interventionist asked if there was a need to have separate Annual Clocks for each 
Service, so that there would be three parallel Annual Clocks, which was agreed by the 
working group members. 
 
The idea of an Annual Clock further expanded when another participant commented on the 
idea of an Annual Clock for all Services, finding it useful for the entire organization.  
 
35: Sehän ois arvokas, yhellä A4:lla ku ne ois tällai matriisi että siinä on se 
prosessit ja kuukaudet ja, jollain tavalla siitä näkis että mitä tehdään missäki 
prosessissa mihin aikaan. Jotain pienii määrälukujaki siinä, ni sehän ois 
koko tälle organisaatiolle sellanen hyvä. (12 Content log, 4th Change 
Workshop, 3rd session. 10.1.2013.) 
 
The rapporteur from the working group was reflecting on previous experiences of 
performance appraisal discussions, when the focus had been on the amount of hectares of 
compartments by months. He wanted to point out that the meaning was not to repeat that 
model; he stressed the word “task (tehtävät)” to be on focus. 
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An interventionist further emphasized the improvement of co-operation between the 
Services, which the Annual Clock could facilitate. Another interventionist focused on the 
practical arrangements and wanted to specify a contact person in the central unit to assist, 
if some difficulties emerge during the planning process of the Annual Clock. The national 
Service manager could be contacted to help out in the event of any difficulties to proceed 
in planning the Annual Clock.  
 
The interventionist indicated that one Service manager in the central unit in the beginning 
would be good enough and later the other Services managers could join. A participant 
proposed that it would be useful to start with Forest Data Services and then proceed to 
Finance and Auditing Services before continuing with other Services. The interventionist 
further emphasized and supported the proposal to focus on specific Services, and if 
feasible to plan the Annual Clocks in parallel. A participant from the working group on the 
Annual Clock further elaborated the idea of the Annual Clock that there are so called 
moving parts, and a need for sectioning.  
 
The rapporteur from the working group continued his presentation by answering the 
questions which had been on the form for the prerequisites for implementation of the 
Annual Clock. According to him, willingness is required for it to succeed. The Annual 
Clock would be an instrument for fluency at work. Email would be used to inform staff 
about the development of the Annual Clock. The challenges and risks in the development 
of the Annual Clock were considered to be the updating the Annual Clock as changes can 
always arise.  
 
A member of the working group elaborated the further use of the Annual Clock to be 
linked to the electronic calendar, which could remind people of tasks to be completed at 
certain time. 
 
54: Sitte meillä kävi semmonenki mielessä että, vuosikelloon vois pistää 
myöskin tämmösen, ku meil on sähkönen kalenteri että sinne myöski sitte 
tämmösen muistutuksen niistä töistä. Että se muistuttais sitten. Ei tarvis, ja se 
ois semmonen vähän niin ku hälytys että nyt tuli muuten ne hommat. (12 
Content log, 4th Change Workshop, 3rd session. 10.1.2013.) 
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The discussion could have continued, but there was an interruption, since some members 
of the Change Workshop meeting had to leave and the discussion turned at once to the 
presentation of the last working group. 
 
One participant from the Central Unit elaborated on the development of ideas and 
organization of the working group and emphasised having one national Services manager 
to support development of the Annual Clock, since that idea was more on a national level, 
although it would also affect work on a local level. Also involvement of a regional director 
would be useful, maybe some of the regional directors participating in the other Change 
Workshop for the management could be involved in this process.   
 
This modelling phase was the most intensive interaction between the interventionist and 
participants in developing the idea of the Annual Clock.  
 
 
6.2.5 Examining the new model and evaluation 
 
The results of the developmental projects were presented on 15 March 2013 in the 5
th
 
Change Workshop meeting, which combined both processes of Change Workshop for 
managers and employees.  
 
The task was to plan an Annual Clock for the Forest Advisors working for Forest Data 
Services and for Finance and Auditing Services. The starting point for the idea had been to 
avoid overlapping inspection visits to the same compartments by Forest Advisors working 
for the two different Services. The first part of the presentation on the Annual Clock 
explained the background and goals; the disturbances at work, the ineffective use of 
resources when the same compartment is visited first by a Forest Data Advisor and shortly 
after by a Finance and Auditing Advisor. This concern had already been expressed during 
the first Change Workshop meeting in October 2012. The rapporteur was the same person. 
 
The rapporteur continued his presentation by explaining in more detail the idea of an 
Annual Clock for Finance and Auditing Services and for Forest Data Services. The year 
was divided into a winter season from January to April and a summer season from May to 
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November, which was the time for field visits. December was to be included in the winter 
season since there is usually snow and field visits are no longer feasible. 
 
Vuosikello Rata ja Meti niin rakennettiin koko vuoden kestävii tehtäviä, että 
tavallaan et niitä tulee siinä koko ajan ja niitä tehään sillee että, niitä pitää 
sillon tehä kun niitä on. Ja sitten laitettiin tohon tavallaan tammi-huhtikuu, 
elikkä talvikauden tehtäviä ja sitten kenttäkausi ku alkaa, niin touko-
marraskuu. Ja joulukuu jätettiin sen takia pois, siinä yleensä alkaa olee lunta 
jo sen verran että se sisältyy talvitöihin. (13th Content log, 15th March 2013, 
5th Change Workshop, 1st session.) 
 
The Annual Clock was based on job descriptions and what is expected to be completed 
during a year. Reporting by the Annual Clock working group included analyses of the 
work tasks during different months and seasons by the Forest Advisors in Financial and 
Auditing Services and how they could assist Forest Data Services.  
 
The presentation continued by explaining the work of the Forest Data Advisors in Forest 
Data Services in the winter and summer, and how co-operation would fit in with Financial 
and Auditing Services.  
 
The rapporteur ended his presentation by giving a personal account and satisfaction at 
reflecting on the process of developing the Annual Clock. He explained that he had been 
working as Forest Advisor for Forest Data Services, but for the previous six months he had 
been working for Finance and Auditing Services, and is doing work for both Services 
interlocked. He had learned what tasks should be done in winter so that work will succeed 
in the summer as well. He had also learned to make better use of the Aarni ICT system, to 
keep information on forest resources updated and to utilize the information. He said that he 
knew the tasks of both Finance and Auditing Services and of Forest Data Services and so 
co-operation was successful.  
 
16. …Mut että allekirjottaneelle tästä on ainaki ollu sen verran hyötyä 
elikkä, että aiemmin tavallaan Meti-neuvojana mut nyt ainaki puol vuotta 
tehny Rata-puolen hommia ja sitten teen niitä vähän niin kun lomittain.  
 
Elikkä jotain hyötyä tästä ainaki meikäläiselle on, et tiedän ainaki että mitä 
talvella pitäis tehä että sit kesällä pystyy tekemään jotain. Siinä suhteessa 
olen hyötyä saanu tästä ainaki omalle kohdalle.  
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Ja siellä Aarnissa sen metsävaratiedon ylläpito niin se ainaki käy 
meikäläiseltä kätevästi siitä että pystyy hyödyntämään sit sitä, molempia 
puolia sit siinä. Pysyy tiedot ajan tasalla siinä. Tiedän mitä teen Rata-
puolella ja sit tiedän mitä teen Meti-puolella, et siellä se yhteistoiminta on 
ainaki onnistunu (--) [0:38:46.3 hp].… (13th Content log, 15th March 2013, 
5th Change Workshop, 1st session.) 
 
One of the aims for the fifth Change Workshop meeting was to evaluate how the 
development projects resolve the disturbances at work and how they promote the new 
strategy and production and service concepts of the Finnish Forest Centre. The diagram in 
Figure 6.4 (on page 166) was used as an analytical tool.  
 
While locating the presented developmental projects on the diagram, the Annual Clock 
was rated by the participants in the 5
th
 Change Workshop meeting to be highly important 
both with regard to its importance to the strategy, and new ways of working, and for its 
importance to the fluency, and meaningfulness of work to promote work satisfaction. So 
also from the point of view of management and leadership, the idea of an Annual Clock 
was highly valued and appreciated. It was recommended that the Annual Clock should be 


















      
Importance to the strategy  
and new ways of working 
Meaningfulness of work to  
promote work satisfaction 
 
Figure 6.4 Location of Annual Clock for the strategy, new ways of working and its 





During the follow-up meeting with representatives of the Finnish Forest Centre and the 
FIOH on 17 May 2013, the Annual Clock was aimed to be assigned to the Regional Units. 
The idea was for it to provide a neutral tool in discussions on co-operation between the 
Services and professionals. It was thought that the Annual Clock could be used as a tool 
for employees to realize how different tasks are scheduled for different periods of the year 
in the different Services. (17 May 2013 audio-recording “Palaverinauhoitus”; 27:10 - 
30:17; 1:02:35 - 1:02:59.) 
 
The emergence of a germ cell needed for some kind of annual time scheduling at the very 
beginning of the Change Workshop (1
st
 Change Workshop meeting) was quite interesting. 
The idea of the Annual Clock to overcome the problems of overlapping work and 
ineffective use of resources in different Services was presented already in the 2
nd
 Change 
Workshop meeting, when the focus was on contradictions at work. The Annual Clock as a 
tool to solve various obstacles at work and to facilitate co-operation across the Services 
Positioning of the Annual Clock. 
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was maybe the most frequently mentioned single issue by the participants during the 3rd 
Change Workshop meeting and was voted among the ideas to be further developed in the 
4
th
 Change Workshop meeting. It gave rise to quite a number of potential applications 
within the organization on different hierarchical levels. It was decided to focus the pilot 
case on two Services; Forest Data Services and Finance and Auditing Services. The 
participants in the working group represented one Regional Unit, but three different 
Services. The Annual Clock as such was not a novel innovation. During the discussion in 
the working group it was mentioned that one of the regional directors had already in use an 
annual clock.      
 
The result was a very practical presentation on the tasks to be carried out during the 
different seasons (by months) in the two afore-mentioned Services. All in all, the Annual 
Clock as such was ranked highest on the diagram based on importance to the strategy and 
new ways of working and meaningfulness of work to promote work satisfaction.  
 
The consolidation of the Annual Clock in the Finnish Forest Centre has not been 
widespread. In the follow-up meeting of the Change Workshop in May 2013 and later 
communicated in March 2014
118
, it was still considered to be a very useful and neutral 
tool, but the promotion of it did not find place and resources in the existing administrative 
and quality systems in the organization and it had been somehow loosely assigned to the 
Regional Units. The model, a separate table for each Service divided into three parts: 
listing tasks to be carried out constantly during the year and then a separate listing of tasks 
for the summer season (May -November) and winter season (December - April) as such 
would be easy to apply in the Regional Units for different services and/or for personal use.  
 
 
                                                          
118
 Email communication on 21 March 2014. 
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7  DISCUSSIONS 
 
7.1 Changes in forestry and development of the Finnish Forest Centre 
 
The importance of forestry in Finland was highlighted in Chapter 2 as a renewable natural 
resource and as property. As forestry is highly regulated both by national legislation and 
international conventions
119
, I considered it important to have a deeper insight into the 
development of the Finnish Forest Centre. By using the activity system model, the 
historical analyses highlighted the numerous changes in the subject composition, the 
development of instruments, changes in the division of labour and in the composition of 
the community, as well as in the object of work and among clients. The rules, especially 
legislative reforms, regulate and direct the functioning of the Finnish Forest Centre. The 
emerging contradictions between the components in the activity system are not only 
internal changes, but usually represent fourth-order contradictions, they originate outside 
the Finnish Forest Centre and have entailed reshaping the entire organization. The Finnish 
Forest Centre was created by the Act on the Finnish Forest Centre (418/2011), which 
merged 13 previously independent regional Forestry Centres into one national organization 
in 2012. Among other things, the most recent legislative reform required division of the 
Finnish Forest Centre into two separate functions: Public Services, which receive state 
funding, and the Forest Services Otso
120
 is based on business based concept.  
 
The share of forestry sector
121
 in the Finnish gross national product has fallen from 6% to 
2.5% during 2000-2011. This means increasing challenges for the development of the 
forest sector in Finland (Hetemäki and Hänninen 2013). According to Hetemäki and 
Hänninen (2013:191), the development of the world economy, politics and global power 
relations have determined the development of the forest sector in Finland throughout 
history. These changes pose new challenges (contradictions); what is the role of the 
Finnish Forest Centre among all the stakeholders in the field of forestry, what will the 
                                                          
119 See e.g. the international politics in forestry and forestry in the EU: 
http://www.mmm.fi/fi/index/etusivu/metsat/kvmetsapolitiikka.html and legislative reforms: 
http://www.mmm.fi/fi/index/etusivu/tiedotteet/140102_metsalait.html Last accessed on 3 February 2014. 
120 See e.g. Helsingin Sanomat 4 December 2012 A:45 “Valtion yritys haluaa mukaan kilpailemaan puukaupasta. 
121 See e.g. Hetemäki and Hänninen 2013. The concept “forestry sector” has been enlarged from pulp mills, paper industry, 
woodworking industry and forest economy to a “forest cluster” covering the mechanical engineering industry, chemical industry and 
service providers related to forestry (e.g. research-, development and consulting companies). The latest concept is “field of forestry” 
including in addition all other forest-related services such as tourism- and recreation services. The production of bioenergy and new 
product development based on forest is transferring the “field of forestry” part of the “bio economy cluster”.  
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“promotion of forest related livelihoods”122 mean in the object of work, these are questions 
for further research and are beyond this study.   
 
The complex interplay of different stakeholders, representing different activity systems, in 
forestry was manifested when in 2008 an individual forest owner appealed to the European 
Commission with regard to forest-related regulations in Finland. He did not agree with the 
mainstream official forestry practices. He was neither happy with the almost compulsory 
membership of the Forest Management Association nor with the obligatory levies 
collected by the state on behalf of the Associations. His other complaint was about the 
former regional Forestry Centres, since they used public power in the monitoring and 
surveillance of forestry practices by private forest owners, in distributing public funding to 
forestry, but at the same time they engaged in business by selling e.g. saplings and by 
holding specific forestry plans. His third complaint was that the information on forest 
resources, which was collected by the Forest Management Associations using public 
funding, remained for the sole use of the Associations. He claimed that it was against EU 
competition legislation to prevent private companies and entrepreneurs from accessing the 




This individual complaint to the EU resulted in an overall legislative reform in the forestry 
sector in Finland, with basically most of the forest-related laws being reformed. The Act 
on Finnish Forest Centre was entered into force in 2012. The Forest Act (Metsälaki 
1085/2013), revising the means and use of forestry, came into force in 2014.
124
 The Act on 
the Financing of Sustainable Forestry (1094/1996) has been revised but enforcement is 
pending some EU revisions on the use of wood in energy production. The reformed Forest 
Management Association Act will enter into force in 2015 and compulsory membership 
will be abolished. The Act on Forest Data services by the Finnish Forest Centre provided 




                                                          
122 Act on the Forestry Centre (418/2011 as amended), Section 1. 
123 See e.g. Lehto-Isokoski, Hanna 2013:Metsänomistaja selätti valtion. Makasiini 2013 (1):5-8).   
124 The revision of the Forest Act evoked a huge amount of discussion e.g. in the media and public debate among different stakeholders; 
see e.g. Helsingin Sanomat 15 December 2012. B:10; 16 December 2012, D:3; 5 January 2013, B:5; 28 January 2013, a:12-13; 4 
February, 2013, C:5; 9 February 2013, B:11; 26 February 2013, B:8; 3 April 2013, C:6; 8 May 2013, C:11; 15 May 2013, A:13; 17 May 
2013, C:11; 9 July 2013, A:22. 
125 Metsään.fi portal received an award in the public sector in the Quality Innovation of the Year Competition organized by the Finnish 
Quality Association   in 2013. See http://www.laatukeskus.fi/palvelut-vuoden-laatuinnovaatio-kilpailu-2013/kansainvaliset-
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The applicability of the activity system model in organizational changes to cover long 
historical periods is not very useful since different developmental phases of the different 
components in the activity system model overlap and evolve in different time frames.   
 
 
7.2 Change Workshop  
 
In Chapter 3, I have explored the theoretical foundations of the Change Workshop. The 
developmental work research, based on the cultural-historical activity theory, is a much-
used methodology and the various models, such as the activity system model, the change 
laboratory and the Change Workshop, are very useful instruments to be used in 
organizational intervention. The Change Workshop is based on the theory of expansive 
learning and the change laboratory method. The concepts and tools used in Change 
Workshop are further developed and related to the concept of work-related well-being. 
However, in this study I have only lightly touched on the work-related well-being aspects. 
 
As Virkkunen (2004) states in DWR, the external interventionist is assisting those 
involved in the activity to undertake actions to analyse needs and possibilities for change 
in their activity; to model the historical development of the activity system, the actual-
empirical situation and the current developmental contradictions; to design a new concept 
and corresponding new representations and tools for the activity, and to implement the 
new tools to start the transformation of the activity.  
 
The Finnish Forest Centre contacted the Finnish Institute of Occupational Health (FIOH) 
to conduct a Change Workshop to assist in organizational change, which has also meant 
significant changes in work content in some jobs, especially in Forest Data Services. The 
Change Workshop aimed to create a working culture to promote work-related well-being 
in the Finnish Forest Centre by developing operational models and tools which can be used 
in the work community for the shared development of new service concepts.  
                                                                                                                                                                               
innovaatiokilpailun-palkinnot-jaettu For more information on the Metsään.fi portal services, see e.g. 
http://www.metsakeskus.fi/web/10156/27?artikkeli=1927084 Last accessed on 1 February 2014. 
171 
      
This case study has focused on Public Services, which consists of five functionally defined 
services sections: Forest Data Services, Finance and Auditing Services, Customer 
Services, Promotion Services and Administrative Services (providing internal services), 
but in the Change Workshop, the main focus was on Forest Data Services. Among the 12 
participants there were Forest Advisors, a Forest Data Manager, a Training Specialist, a 
Reporter and a Senior Reporter, a Development Specialist a Customer Relations Officer 
(also Forest Advisor), a Project Advisor and a Promotion Services Manager. The 
participants represented three different regional units: Southern Savo. Northern 
Ostrobothnia, South-West Finland and the Central Unit in Lahti.  
 
The Change Workshop for 12 persons from three different Regional Units covered only a 
small fraction of the organization and as such was a pilot case. There are numerous other 
organizational development activities and projects going on within the organization and 
which do not belong to this study, but which, during the Change Workshop were 
occasionally mentioned.  
 
The pre-Change Workshop phase is very important to guide how the Change Workshop is 
planned and conducted. The general understanding of representatives of the organization 
and the interventionists of the ongoing changes within the organization impact greatly on 
the planned programme. (Virkkunen and Shelley Newhamn 2013:61-116. Launis, 
Schaupp, Koli, Rauas-Huuhtanen 2010. Raus-Huuhtanen, Launis, Martimo, Pursio 2008.) 
 
Except for a couple of short extracts, I did not cover the discussions in the working groups 
during the Change Workshop sessions in this study, although I listened to the audio-
recordings of the working groups and these recordings provided additional insight into the 
everyday work of the participants. It seemed that the working groups provided a forum for 
the participants to clarify an understanding of the tools presented, especially in the use of 
the activity system model. In the plenary session, the threshold to ask for clarifications e.g. 
on usage of the tools seems to be too high. The working groups also facilitated the 
informal exchange of experiences at work among the professionals, which is meaningful 
for creation of group cohesion and a shared understanding of work content. 
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It was interesting to notice that reading the transcripts and listening to the audio-recordings 
was, at times, very fragmental, partly because the simultaneous writing on the flip charts 
was not transferred to the recordings. The discussions in those two working groups which I 
transcripted from the first Change Workshop indicated a very high frequency of speaking 
turns in a short time. During 32 minutes, 258 speaking turns in one group and 135 
speaking turns in 35 minutes in the other working group were held. However, the reporters 
were more coherent in presenting the results from the working groups. 
 
To analyse the learning process more in detail in the Change Workshops, it is useful to 
include also the working group sessions in the analyses – something for future research. 
 
An important set of participants’ contribution was conducted between the Change 
Workshop meetings either by individual or by group work in preparing the assignments. 
The reports from these meetings provided the mirror materials for the Change Workshop 
sessions and also provided a bridge between the Change Workshop meetings since the 
topics discussed in the previous Change Workshop meeting were conducted in a different 
setting to the following one.  
 
 
7.3 Expansive learning cycle in the Change Workshop 
 
According to Engeström (2008:131), the expansive learning is a construction and 
resolution of successively evolving tensions or contradictions in a complex system that 
includes the object(s), the mediating artefacts and the perspectives of the participants. 
Miniature cycles are, according to Engeström (2008:132), phases and cycles that take 
minutes, an hour or so instead of months and years. Change Workshop consists of several 
meeting times (also called sessions), each usually lasting about three hours. The entire 
Change Workshop process may usually take some 4-6 months. Engeström (2008:132) 
states that “the miniature cycles of innovative learning should be regarded as potentially 
expansive” and a large-scale expansive cycle of organizational transformation is formed by 
small cycles of innovative learning. Also the collective learning process does not follow 
the ideal-typical model (Engeström (2008:131). There are some phases of expansive 
learning which may emerge between different phases of the expansive learning cycle. 
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To answer the question of what learning actions can be identified in the Change 
Workshops and do they constitute any expansive learning cycle, it can be observed that 
expansive learning cycle is visible while analysing the emergence of the expansive 
learning cycle by quantitative data. 
 
Just over half of the discursive elements, 52%, were coded into expansive learning. As a 
single coding category, the organizational issues were the top category with 34% of the 
total discursive elements. When there is pressure of time to conduct the Change 
Workshops, an attempt could be made to diminish the share of organizational issues. 
 
The actual-empirical analyses were dominant until the fourth 4
th
 Change Workshop 
meeting. In the first 1
st Change Workshop meeting the main focus was on the “past-
present” analyses in work situations, whereas in the second 2nd Change Workshop meeting 
the focus was on the current disturbances at work. The questioning had high importance 




 Change Workshop meetings –   the focus during the 
second 2
nd 
Change Workshop meeting on disturbances at work. During the first 1
st 
Change 
Workshop meeting, the questioning tended to indicate more rather unmanageable 
grievances about the present work situation, but in later Change Workshop meetings 
questioning was used more as an argument for and justification of the ideas to develop 
work processes. Qualitative change appears in the expressions of questioning along the 
Change Workshop process.   
 
This can be explained that the emotional confrontation is decreasing with the development 
of socio-cognitive analysis of disturbances at work and the historical analyses of work 
during the Change Workshop process as suggested/shown by Virkkunen and Shelley 
Newnham (2013:20-22) and referred to earlier in this study. 
 
It seems that when the managers joined the third Change Workshop meeting there was 
repetition of the first learning actions of the expansive learning cycle: the questioning and 
the actual-empirical analyses, which also emerged in the 5
th
 Change Workshop meeting, 
but there the focus was clearly on modelling and examining the new models.  
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Modelling was high in the fourth 4
th 
Change Workshop meeting, which aimed to 
concretize the developmental ideas into developmental projects. The last Change 
Workshop meeting focused on examining the developmental projects and the high 
frequency in that topic is also visualized in Figure 6.3 (on page 147).    
 
As is indicated in some of the change laboratories, the consolidation phase is very 
important. In cases the actual intervention process does not expand to the consolidation 
phase, any reason can prevent or break the process and the process is discontinued and 
there may be a return to old habits. The development process of using audio-visual 
teaching tools in a high school was discontinued in Botswana (Vikkunen, Shelley 
Newnham 2013:159), also the ideas developed in the change laboratory in a boundary 
crossing change laboratory in an automation system firm were discontinued (Vikkunen, 
Shelley Newnham 2013:206). Whereas in the case of the change laboratory in the Central 
Surgical Unit at the Oulu University Hospital when the implementation of the new 
management and organization model was interrupted by the summer holidays, data 
collection and the two follow-up sessions (interventions by the interventionist) helped to 
overcome the contradictions in the transformation process (Virkkunen, Shelley Newnham 
2013:185). 
 
In the case discussed here the five Change Workshop meetings in four and a half months 
did not quite constitute the entire expansive learning cycle (questioning, analysis, 
modelling, examining the new model, implementing, reflecting on the process and 
consolidating the new practice) since most of the implementing the new development ideas 
and the consolidating the new practice were not found in the analyses. The time frame was 
too short for the implementation and consolidation of the development ideas and projects. 
This is quite a critical feature, since it may lead to a situation whereby developmental 
projects are discontinued once they face some new challenges. 
 
 
7.4 Participants and interventionists in Change Workshop 
 
In answering the second part of the question on what share interventionists and participants 
have in the learning process in the first research question in this Change Workshop, the 
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activity of the participants was relatively high from the very beginning, comprising 60% of 
the total number of discursive elements and 81% of the total number of discursive 
elements in the categories of expansive learning.
126
 The share of the participants was over 
50% of total discursive elements throughout the Change Workshop sessions. Based on 
these overall figures and more detailed analyses in Chapter 6.1, it can be concluded that 
the participants were active in the development of their own work and that the methods 
used provided the participatory approach. 
 
One very interesting research focus would be on the agency formation in Change 
Workshop.
127
 Based on observation and glancing at the transcripts, I could notice that 
some persons were more vocal than others. A position in the organizational hierarchy 
impacts on speaking in groups, with leaders and managers feeling obliged to express 
themselves. Also there are expectations to hear their opinions e.g. during the third 3
rd 
Change Workshop meeting on modelling, where the managers were invited to listen to the 
developmental ideas and to present their opinions of them. The impact of hierarchical 
position was apparent e.g. in a working group, when a person higher among the 
participants in the organizational hierarchy was nominated to be the rapporteur. For the 
interventionists during the plenary sessions, it is important to encourage more silent 
persons to express themselves and to provide ways to give them an opportunity to speak 
among the “opinion leaders”. The effect of managers’ presence on the activity of 
discussions is reflected in the third 3
rd
 Change Workshop meeting, where the number of 
speaking turns had the highest frequency. 
 
The selection of tools used to collect information, e.g. on disturbances, might have 
impacted on the topics covered. One of the problems with work in the Finnish Forest 
Centre was overlapping work in visits to compartments and this was expressed in the first 
1
st
 Change Workshop meeting. However, this was not mentioned at all in the diaries of 
disturbances at work collected for the following Change Workshop meeting. This might be 
partly explained by the fact that the diaries were written in winter, when there are no field 
visits.  
                                                          
126 However, I have not included the time aspects in my analyses, the duration of the speaking turns. As a general observation, I can state 
that while making summaries and providing guidelines for working groups, the length of the speaking turns of the interventionists was 
long, also the speaking turns took more time when the rapporteurs presented the reports from the working groups.    
127
 See e.g. Haapasaari, Engeström and Kerosuo 2013. 
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The Change Workshops are well structured beforehand by the organizers leading the 
process. On the other hand, much importance is accorded to ownership of the process by 
the participants. The mirror data is primarily produced by the participants through pre-
Change Workshop assignments and during the working groups sessions the participants 
form shared understandings of their work processes. (Virkkunen and Shelley Newnham 
2013:61-116. Launis, Schaupp, Koli, Rauas-Huuhtanen 2010.) While planning the 
sessions, the choice of tools and analytical concepts during the Change Workshop sessions 
is very important and it would be useful to consider the impact of the tools; whether or not 
they direct the process too much and whether or not they limit the extent of analysis.  
 
Discussions in the Change Workshop sessions are also rather focused since the activity 
system model is used throughout the sessions while analysing the changes at work and in 
the working groups as a framework for analyses. This provides an efficient tool to focus 
the discussion on predefined topics, i.e. on the specific element(s) in the activity system 
model. The analytical tools used in the Change Workshop are meant to facilitate the 
emotional and intellectual processing of different situations at work with regard to the 
future and so to assist in the transformation of work practices. 
 
After each Change Workshop meeting the organizers wrote a comprehensive 
memorandum, which summarized the presentations of the organizers, results from the 
working groups and the main issues presented during the plenary discussions. Since there 
is an interval between the Change Workshop meetings, the memorandum provides a tool 
to bridge over the time gaps between the Change Workshop meetings and to refresh 
memory of where the process left off at the end of the previous meeting.   
  
 
7.5 Developmental phases of Annual Clock on the expansive learning cycle in 
the Change Workshop 
 
A need for a time-related tool appeared already during the first 1
st
 Change Workshop 
meeting, when there was questioning on the present work practices of overlapping work to 
visit compartments. However these types of disturbances at work were not mentioned at all 
in the assignments, probably because it was not the season for field visits and the diary was 
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set for recent working weeks. A precise idea of an Annual Clock was expressed in a 
working group meeting about disturbances and it was reported in the plenary meeting 
during the Second Change Workshop meeting. This type of emergence of a germ cell is 
found in other studies as well (Virkkunen, Shelley Newnham 2013:171).  
 
During the third Change Workshop meeting on ideas to overcome the disturbances at 
work, there was an expansion of opportunities and prospects to apply the Annual Clock at 





Workshop meetings, this Change Workshop meeting was attended by National Managers 
of different Services. An enlargement of the number of participants also broadened the 
ideas for application of the Annual Clock. 
 
For practical reasons enabling the developmental project to be piloted, the application of 
the Annual Clock was limited to two Services to facilitate border-crossing co-operation. At 
the end of the Change Workshop process the Annual Clock was highly rated for its 
importance to the strategy and new ways of working as well as for its meaningfulness of 
work to promote work satisfaction.     
 
The other two developmental ideas: Regionally Responsible Working Teams had been 
included in the quality system handbook and the development of Client-Friendly User-
Instructions for the Aarni ICT system had been included in the Silmu intranet. The 
consolidation of the Annual Clock in wider use would have needed more time resources 
and co-ordination (email communication 21 March 2014). 
 
 
7.6 Validity and reliability  
 
Guests, MacQueen and Namey (2012:79-86) state that validity can be enhanced 
throughout all stages of the research process, beginning with research design. Guests, 
MacQueen and Namey (2012:80) presented several definitions for validity such as: 
accuracy; the extent to which an empirical measure adequately reflects the real meaning of 
the concept under consideration and validity is concerned with the research’s success at 
measuring what is set out to measure. External validity means the extent to which the 
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results of the study are generalizable or transferable. Internal validity relates e.g. to the 
degree to which the research was conducted and to what extent there are alternative 
explanations for any causal relationships they explore. There are different types of internal 
validity, e.g. face validity, construct validity, criterion-related validity and content validity. 
(Guests, MacQueen and Namey 2012:81.) 
 
According to Boyatzis (1998:144), “Reliability is critical in using thematic analysis. 
Reliability is consistency of observation, labelling, or interpretation. It is not verification, 
which is a pure, positivistic notion. It affects the potential utility of the code and the 
research findings that result from the use of code. It affects the potential for replication, 
extension, and generalizability of the research. Validity of findings cannot conceptually 
exceed the reliability of the judgements made in coding or processing the raw 
information.” On the other hand, according to Guests, MacQueen and Namey (2012:84), 
“reliability is less important than validity in a general research context”, especially in 
qualitative inquiry, because replication is not generally a goal in qualitative research (most 
studies are descriptive) and also since the structure of the data collection process is often 
unstructured.  
 
One focus is to evaluate the transcription. According to Green, Franquiz and Dixon 
(1997:173), transcribing is a situated act including both interpretative and representational 
processes “The act of choosing a segment of life to transcribe implies a decision about the 
significance of the strip of talk or speech event, which in turn implies that the talk or event 
has been interpreted from some point of view.”  
 
The transcribing is also, according to Green, Franquiz and Dixon (1997:173-174), a 
representation process in the sense of what is captured e.g. from the talk, time, non-verbal 
actions, speaker/hearer relationships, physical orientation, etc. into the transcripts. 
Transcribing is also a representation of captures from “who is representing whom, in what 
ways, for what purpose, and with what outcome; and how the analysts position themselves 
and their participants in their representations of form, content, and action.”  
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The politics of transcription is also highlighted by Roberts (1997) who claims that “if talk 
is a social act, then so is transcription… Transcription is representation, and there is no 
natural or objective way in which talk can be written.”   
 
The transcripts were based on audio-taping and videos. The transcripts were made on so-
called basic standards meaning word for word, without expletive words transcriptions. 
Longer breaks in speech were indicated, but not very short ones. This was accurate 
enough. All the Change Workshop sessions were transcripted and coded, so there were no 
omissions of speaking turns or speakers.   
 
Jordan and Henderson (1995:43-44) describe how they practice multi-disciplinary 
collaborative work groups in analysing video-based recordings. Their method was not 
applied in this study, but would provide an opportunity for any further research on the 
same data. 
 
Boyatzis (1998:150-152) presents double coding as one method to attain reliability. Two 
persons make judgments on the raw information without interacting or seeing the 
judgments of the other person. Afterwards, they compare their results and discuss each 
observation until agreement is reached. The same procedure can be followed by more than 
two people. 
 
According to Boyatzis (1998:151-159), the double coding method has its weaknesses, 
although it is perhaps the most used technique to attain reliability. The discussions on 
agreement are influenced by mutual trust, interpersonal styles, cognitive styles of the 
observers, power positions, gender and communication styles. He presented statistical 
methods to measure interrater or rater-expert reliability in coding, but that has not been 
aimed nor discussed in this study programme and in this piece of research.  
 
There were two other persons checking my coding. The first supervisor in April 2013 did 
some quality checking on the analyses, before she went on leave. She said she concurred 
with my analyses. The second checking was done at the Finnish Institute of Occupational 
Health (FIOH) by one of the interventionists and by one senior researcher (not involved in 
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the process) in late May. The discussions were on the analysing method, coding and the 
unit of analysis. Later the interventionist at FIOH analysed and checked all my 
classifications of all the Change Workshop sessions (all the content logs). The differences 
in the classification are shown in Table 7.1.  
 
The table indicates the total number of speaking turns on each content log. The second 
column indicates how many of any type of remarks were signed on the content logs and 
what percentage these account for of the total number of speaking turns. Changes 
completed means (rose colour) that I agreed at once with the proposed changes and 
changed the coding. The blue colour column indicated the number of changes made after 
discussion and the yellow colour column indicates those proposed changes which were not 
done. The changes proposed varied quite a lot between the sessions (by content log) from 
2% to 35%, the average being 18% in total data. 
 
Table 7.1 Summary of quality checking.  
 








on, or other 
comments








1 1st Change workshop, 1st session, 31.10.2012 103 10 9,7 2 7 1
2 1st Change Workshop, 2nd session, 31.10.2012 134 10 7,5 7 2 1
3 2nd Change workshop, 1st session,  20.11.2012 45 5 11,1 0 4 1
4 2nd Change workshop, 2nd session 20.11.2012 66 13 19,7 2 6 5
5 2nd Change workshop, 3rd session, 20.11.2012 51 13 25,5 2 11
6 2nd Change workshop, 4th session, 20.11.2012 121 11 9,1 6 4 1
7 3rd Change workshop, 1st session, 10.1.2013 48 1 2,1 1
8 3rd Change workshop, 2nd session, 10.1.2013 76 5 6,6 4 1
9 3rd Change workshop, 3rd session, 10.1.2013 138 44 31,9 23 12 9
10  4th Change workshop, 1st session, 10.1.2013 35 10 28,6 3 6 1
11  4th Change workshop, 2nd session, 10.1.2013 92 32 34,8 20 12
12  4th Change workshop, 3rd session, 10.1.2013 78 9 11,5 6 2 1
13 5th Change workshop, 1st session, 15.3.2013 121 29 24,0 26 2 1
14 5th Change workshop, 2nd session, 15.3.2013 82 24 29,3 19 4 1
1190 216 18,2 120 74 22
1st Change workshop 31.10.2012 237 20 8 9 9 2
2nd Change workshop 20.11.2012 283 42 15 10 25 7
3rd Change workshop, 10.1.2013, 262 50 19 27 14 9
4th Change workshop 10.1.2013 205 51 25 29 20 2
5th Change workshop 15.3.2013 203 53 26 45 6 2
Total summary 1190 216 18,2 120 74 22  
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Pink column: “changes completed” means that I changed the coding right away, by 
agreeing without any further discussion on the proposed changes. Blue indicates that I 
made the changes after discussion and the yellow column indicates the cases where coding 
did not change after the discussions. 
Boyantzis (1998:x, 31) stresses a good code means maximum probability of producing 
high interrater reliability and validity and a good code should have five elements as 
mentioned above. My definitions for coding could include descriptions of qualifications or 
exclusions to the identification of the theme, and also for example, both positive and 
negative, to eliminate possible confusion when looking for the theme. That might have 
somewhat diminished the differences in coding. 
The speaking turns held during the Change Workshops are most of the time related to 
some artefact, which is at the same time visible to the participants, e.g. models, tables, 
pictures on PowerPoint slides, or on flip charts. In the transcripts, the reference to the 
artefacts does not necessary become manifest, although the visual artefact is essential to 
understand the topic and content of the speech. The content logs could have included a 
column to mark the artefacts used at different times, since the tools used are of great 
importance in the Change Workshop process. In discussions, it was apparent how a person 
who was deeply involved in the process and could memorize the use of tools and how this 
affected the sense of interpreting the content of the speaking turns.  
 
In general as Green, Franquiz and Dixon (1997); Roberts (1997); Jordan and Henderson 
(1995) and Boyatzis (1998) indicate, there can be many differences in the interpretation of 
the same transcripts by different persons for various reasons.  
All in all, the developmental work research methodology and its models are not sufficient 
when researching the intervention processes and other quantitative and qualitative research 
methods are needed. 
 
 
7.7 Further research  
 
The data collected on this Change Workshop process is very rich and provides possibilities 
for further research. My focus was to cover all the Change Workshop sessions, another 
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perspective could have been to focus on one specific part of the Change Workshop 
sessions; or on one of the Services or one of the three regional units could also have been 
selected for object of analyses, which could have brought different kind of information and 
more focused content analyses. 
 
One research focus could be to compare what issues are highlighted in the pre-Change 
Workshop phase and what problems emerge as important during the actual Change 
Workshop sessions, e.g. by analysing how much the speaking turns of interventionist 
reflect the outcome of the pre-Change Workshop phase or the participants’ points of view. 
 
The research questions could also have been answered by analysing the agency formation 
in the Change Workshop, which can be a focus for future research. 
 
One important topic for further research would be to study what is actually learned in the 
Change Workshop, that would require thematic analyses and coding based solely on the 





      
List of stakeholders in forestry.    ANNEX 1 
(The internet sources were last accessed 23
 
September 2013.)  
 
 
Consortium of Public Forest Organizations:  
Ministry of Agriculture and Forestry http://www.mmm.fi/en/index/ministry.html  
Finnish Forest Centre http://www.metsakeskus.fi/briefly-in-english  
Forestry Development Centre Tapio, http://www.tapio.fi/home  
Forest Research Institute – Metla*, http://www.metla.fi/index-en.html  
Metsähallitus (is a state-owned enterprise that runs business activities while also fulfilling 
many public administration duties), 
http://www.metsa.fi/sivustot/metsa/en/Sivut/Home.aspx  
 
* Metla will be merged by 2015 into new Luonnonvarakeskus (Centre for Natural 
Resources) organization, which will incorporate the present Finnish Forest Research 
Institute Metla, Finnish Game and Fisheries Research Institute - FGFRI and MTT 
Agrifood Research Finland. 
 
Other governmental authorities as stakeholders in forestry: 
Finnish Environment Institute SYKE http://www.syke.fi/en-US  
Finnish Game and Fisheries Research Institute – FGFRI, http://www.rktl.fi/english/  
MTT Agrifood Research Finland, https://portal.mtt.fi/portal/page/portal/mtt_en/mtt/about   
The Finnish Defence Forces http://www.puolustusvoimat.fi/en/  
The Finnish Border Guard http://www.raja.fi/en  
 
Other ministries:  
Ministry of Education and Culture http://www.minedu.fi/OPM/?lang=en 
The Ministry of Employment and the Economy http://www.tem.fi/index.phtml?l=en 
  
 
Representatives of forest owners: 
Forest Management Associations (103 local offices with 330 000 members) 
http://www.mhy.fi/mhy/english/fi_FI/etusivu/  
The Central Union of Agricultural Producers and Forest Owners (MTK): 14 provincial 
MTK unions and 8 forest owners’ unions; 153 000 members http://www.mtk.fi/en_GB/  
Svenska Lantproducenternas Centralförbund SLC r.f. 
Suomen Metsätilanomistajien liitto r.y. http://www.suomenmetsatilanomistajienliitto.fi/ 
 
 
Industry and enterprises as stakeholders:  
Finnish Forest Industries Federation http://www.forestindustries.fi/Pages/default.aspx  
Finnish Sawmills Association http://www.suomensahat.fi/en/finnish-sawmills-association  
Sahayrittäjät r.y. (Small sawmill enterprises) http://www.sahayrittajat.fi/index1.htm  
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Trade Association of Finnish Forestry and Earth Moving Contractors 
http://www.koneyrittajat.fi/?id=103  
The Finnish Food and Drink Industries’ Federation, http://www.etl.fi/www/en/index.php  
Innofor Finland Oy http://www.innofor.fi/  
Puuinfo Oy http://www.puuinfo.fi/  
Finnish Forest Association ( Suomen Metsäyhdistys r.y.): 
http://www.smy.fi/smy/SMYeng.nsf    
Metsäteho Oy: http://www.metsateho.fi/etusivu , 
http://www.metsateho.fi/organisaatio/yritysesittely  
 
Nursery and seed production enterprises 
 
Non-governmental organizations: 
The Finnish Association for Nature Conservation (FANC) http://www.sll.fi/site-
actions/english  
WWF Finland http://wwf.fi/en/  
Suomen Latu r.y. http://www.suomenlatu.fi/suomen_latu/  
Finnish Hunters’ Association, 150 000 members from over 2 500 hunting societies 
http://www.metsastajaliitto.fi/?q=en/node/534  




The Union of Finnish Academic Foresters (UFAF) (Metsänhoitajaliitto) 
http://www.metsanhoitajat.fi/en/  
METO – Forestry Experts’ Association (METO - Metsäalan Asiantuntijat r.y.) 
http://www.meto-ry.fi/in-english  
The Federation of Public and Private Sector Employees, Jyty (Julkis- ja yksityisalojen 
toimihenkilöliitto Jyty) http://www.jytyliitto.fi/Sivu/in-english  
The Wood and Allied Workers´ Union (Puuliitto r.y.) http://www.puuliitto.fi/en  
The Finnish Paper Workers’ Union (Paperiliitto r.y.) https://www.paperiliitto.fi/www/en/  
 
Educational institutions, foundations: 
Work Efficiency Institute (TTS Institute): 
http://www.tts.fi/index.php?option=com_content&view=article&id=236&Itemid=556  
Metsämiesten säätiö: http://www.mmsaatio.fi/www/fi/index.php 
 
Institutes of higher education, vocational training institutions, schools  
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Tikkanen, Hokajärvi, Hujala 2010:342. 
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(Information to the participants in Change Workshop.) ANNEX  5 
Tiedote suunnittelupajaan osallistuville 
 
Metsäkeskus muutoksessa ─ Toimivat prosessit, hyvinvoiva henkilöstö 
-hanke  
 
Suomen Metsäkeskuksessa on tapahtunut merkittäviä organisatorisia ja toiminnallisia 
muutoksia. Metsäkeskus muutoksessa hanke tukee työn yhteistä kehittämistä ja edistää 
työn sujuvuutta Suomen metsäkeskuksessa. Hankkeessa tuotetaan työhyvinvointia 
tukevia toimintamalleja ja työvälineitä työyhteisön yhteiseen uusien toimintatapojen 
kehittämiseen. Hanke edistää näin uudenlaisen henkilöstöä osallistavan kehittämistavan 
kehittymistä organisaatioon.  
 
Metsäkeskus muutoksessa -hanke jakautuu kolmeen vaiheeseen:  
1. Tarvekartoitus ja työsuunnitelman tarkentaminen, jossa kootaan yhteenvedot 
Metsäkeskusten aikaisemmista erityisesti yhdistymiseen liittyvistä 
kehittämishankkeista (vuosien 2009-2011 aikana) ja tehdään kartoitus 
(haastattelut ja muutokseen liittyvä kysely) hankkeen kohdentamiseksi Suomen 
metsäkeskuksessa. Muutospajojen kohdentuminen päätetään suunnittelupajassa. 
2. Muutospaja -työskentely (kaksi pilottiryhmää), jossa työyhteisö tutkii yhdessä 
meneillään olevaa muutosta sekä päivittäisen toiminnan että strategian tasolla, luo 
kuvaa tulevasta toimintamallista sekä kehittää uusia työhyvinvointia tukevia 
toimintatapoja ja työvälineitä. Muutospajat tukevat työyhteisöjä muutoksen 
hallinnassa ja edistävät näin työhyvinvointia. Ne myös tukevat organisaation 
oppimis- ja kehittämistoimintaa.  
3. Tutkimus kehittämishankkeen vaikutuksista, jossa tutkitaan muutospajaprosessin 
vaikutuksia Suomen Metsäkeskuksessa pajaan osallistuvien sekä heidän 
työyhteisöjensä näkökulmasta.   
 
Pilottivaiheen ideoita, hyviä käytäntöjä ja kehittämisen tapoja levitetään koko Suomen 
metsäkeskuksen käyttöön sitä mukaa kuin hanke etenee, erityisesti kevään 2013 aikana. 
 
Mitä tutkitaan ja mitä tietoa kerätään? 
Vaihe 1: Tarvekartoitus 
Hankkeen tarvekartoitusvaiheessa haastatellaan kaikkien prosessien valtakunnalliset 
prosessipäälliköt, yksi alueellinen päällikkö sekä yksi luottamusmiesten nimeämä 
työntekijä kustakin prosessista.  Tarkoituksena on tuottaa tietoa työn sujuvuudesta ja 
sen haasteista sekä hyvinvoinnista Metsäkeskuksen tämänhetkisessä 
muutosvaiheessa muutospajatyöskentelyn kohdentamisen tueksi.  
 
Päätös muutospajojen kohdentumisesta Suomen Metsäkeskuksessa tehdään 
suunnittelupajassa, johon osallistuu johto sekä pääluottamusmiehet. 
Suunnittelupajassa työstetään yhteistä muutoskuvaa hyödyntäen 
tarvekartoitusvaiheessa kerättyä aineistoa.  Yhteisen työskentelyn tuloksena 
päätetään miten muutospajat kohdennetaan Suomen metsäkeskuksessa. 
Suunnittelupaja taltioidaan tutkimusaineistoksi, jota hyödynnetään tutkittaessa 
hankkeen vaikutuksia (ks. vaihe 3). Taina Kokko käyttää suunnittelupaja-aineistoa 
Suomen Metsäkeskuksen kehittämiseen liittyvään opinnäytetyöhönsä.  
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Vaihe 2: Muutospajat 
Hankkeessa toteutetaan kaksi muutospajaa. Muutospajassa osallistujat tutkivat yhdessä 
meneillään olevaa muutosta sekä päivittäisen toiminnan että strategian tasoilla, ja luovat 
kuvaa tulevasta toimintamallissa. Tarkoituksena on luoda Suomen Metsäkeskukseen 
uudenlaista työhyvinvointia tukevaa kehittämisen tapaa. Tarvekartoitusvaiheessa kerättyä 
haastatteluaineistoa käytetään esimerkkiaineistona muutospajoissa.  
 
Vaihe 3: Tutkimus kehittämishankkeen vaikutuksista 
Hankkeessa tutkitaan, miten hankkeessa käytetty kehittämisen tapa ja kehittämisen 
menetelmät vaikuttavat osallistujien, heidän työyhteisönsä ja koko organisaation 
työhyvinvointiin, miten työn sujuvuus paranee sekä miten kehittämisen tapa ja välineet 
leviävät laajemmin Suomen metsäkeskuksen käyttöön. 
 
Vaikuttavuustutkimuksessa on kolme osiota/tasoa: 
a) Muutospaja -prosessi: Hankkeessa käytettyjen ja kehitettyjen muutoksen 
hallinnan menetelmien sekä kehitettyjen uusien toimintatapojen toimivuus, jota 
selvitetään haastattelemalla pajaan osallistuneita sekä heidän työyhteisöjään. 
b) Oppimisprosessi muutospajassa: Oppimista tutkitaan pajojen työskentelyjen ja 
keskusteluanalyysin perusteella. Aineistona ovat pajojen nauhoitukset ja videoinnit 
sekä muut pajojen dokumentit (ryhmätyöt, muistiot jne.). Tarvekartoitusvaiheessa 
kerättyä haastatteluaineistoa voidaan käyttää tutkimuksen tausta-aineistona. (Hanke 
vireillä, toteutuminen varmistuu syksyllä 2012).  
c) Organisaatiointerventioiden vaikuttavuus: Hanke pyritään kytkemään vireillä 
olemaan Työterveyslaitoksen laajempaan, yhteispohjoismaiseen 
organisaatiointerventioiden vaikuttavuutta tutkivaan hankkeeseen. Tutkimuksessa 
selvitetään, miten kehityshankkeiden toteutusprosessi, organisaatioon liittyvät 
tekijät sekä yksilöihin liittyvät tekijät vaikuttavat niiden tuloksiin (erityisesti 
terveyteen ja työhyvinvointiin liittyvät tulokset). Aineistona ovat a- ja b-kohdan 
aineistot; muu aineisto kerätään erikseen v. 2013-2015, mikäli hanke toteutuu. 
(Hanke vireillä, toteutuminen varmistuu v. 2013 alussa). 
 
Miten tietoa kerätään ja käsitellään? 
Tutkimuksessa kerätään tietoa haastatteluin, kyselyllä sekä dokumentoiden hankkeen 
suunnittelupaja ja muutospajatyöskentelyt. Suostumuksen antaminen 
suunnittelupajan taltiointiin on vapaaehtoista. Suostumuksen voi peruuttaa milloin 
vain syytä ilmoittamatta, jolloin henkilön antamia, jo kerättyjä tietoja ei käytetä 
tutkimuksessa. Suunnittelupaja nauhoitetaan, ja nauhoitukset säilytetään 
Työterveyslaitoksella tutkimuksen keston ajan, minkä jälkeen ne hävitetään.  Kerätyt 
haastattelu- ja dokumentaatioaineistot säilytetään lukitussa tilassa ja niitä saavat 
käsitellä vain Työterveyslaitoksen ko. hankkeiden tutkimusryhmien jäsenet. 
Työterveyslaitos myöntää käyttöoikeuden hankkeessa kerättävään aineistoon Suomen 
metsäkeskuksen tämän hankkeen vastuuhenkilölle sekä opinnäytetyöntekijälle siltä 
osin kuin hankkeen toteuttamiseksi tarvitaan. Tutkimustieto käsitellään ja 
raportoidaan niin, ettei kenenkään yksittäisen vastaajan mielipiteitä tai tietoja ole 
mahdollista tunnistaa. Osallistujalla on halutessaan oikeus tarkistaa häntä koskevat 




      
Mitä hyötyä on osallistua? 
Tarvekartoitusvaiheessa haastateltavat sekä suunnittelupajaan osallistuva johto ja 
luottamusmiehet hyötyvät heti saaden tukea organisaation sekä oman työnsä 
muutoksen reflektointiin. Hankkeen muutospajoissa osallistujat tutkivat Suomen 
metsäkeskuksessa meneillään olevaa muutosta. Pajatyöskentely auttaa luomaan 
yhteistä muutoskuvaa, joka on mahdollista jakaa laajemmin organisaatiossa. Lisäksi 
muutospajoissa luodaan uudenlaista työhyvinvointia tukevaa kehittämisen tapaa koko 
Metsäkeskukseen. Hankkeen vaikuttavuustutkimukset tuottavat tietoa 
muutospajamenetelmän ja organisaatiointerventioiden vaikuttavuudesta. Tutkimuksen 
tulosten julkaisemisen jälkeen tulokset ovat kansallisesti ja kansainvälisesti niin 
metsäalan toimijoiden kuin yleisemmin organisaatioiden kehittäjien hyödynnettävissä. 
 
Hanketta rahoittavat Metsämiesten säätiö, Työterveyslaitos ja Suomen Metsäkeskus. 
Lisätietoja hankkeesta antaa tarvittaessa tiimipäällikkö Arja Ala-Laurinaho 






      




Olen saanut riittävästi tietoa Metsäkeskus muutoksessa ─ Toimivat prosessit, 
hyvinvoiva henkilöstö - hankkeesta sekä siihen liittyvästä tutkimuksesta ja haluan 
osallistua tutkimukseen. Olen tietoinen, että tutkimukseen osallistuminen on vapaaehtoista 
ja että voin peruuttaa suostumukseni tutkimuksen aikana (2012 - 2015) milloin vain syytä 
ilmoittamatta, jolloin minusta jo kerättyjä tietoja ei käytetä tutkimuksessa. Aineistoa 
saavat käyttää ainoastaan kyseisiin tutkimuksiin kuuluvat tutkimusryhmien jäsenet.  
 
Annan suostumukseni, että (rastita kaikkiin kohtiin suostumuksesi) 
 




 Suunnittelupaja-aineistoa saa käyttää seuraavissa vaikuttavuustutkimuksissa: 
  
 a) Muutospaja-prosessi: Hankkeessa käytettyjen ja kehitettyjen  
 muutoksen hallinnan menetelmien sekä kehitettyjen uusien  Kyllä •   Ei •  
    toimintatapojen toimivuus  
 
 b) Oppimisprosessi muutospajassa Kyllä •   Ei •  
 




Minuun voi ottaa yhteyttä myös myöhemmin tietojen tarkentamisen tai tarkistamisen niin 
vaatiessa: Kyllä ___ Ei ___ 
 
 
Tämä suostumus on tehty kahtena kappaleena (toinen haastatteluun osallistuvalle ja 
toinen Työterveyslaitoksen edustajalle). 
 
Paikka _____________________________ aika ____ / ____ 2012 
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192 
      
Questions for the interviews   ANNEX  7 
 
Päiväys: Sun, 27 Jan 2013 21:34:48 +0200 
    Lähettäjä: vonbecke@mappi.helsinki.fi 





Kiitos tilaisuudesta tulla maanantaina 28.1.2013 tapaamaan klo 10.30-11.30 (tai 12 
saakka)  Interview 2. kanssa ja klo 12.00 - 13 Interview 3. kanssa! 
 
Ajattelin ehdottaa, että keskittyisimme metsäkeskusten kehittämishankkeissa 1990-
2010 lukujen kehittämishankkeisiin (EU-jälkeiseen aikaan), koska 1990-luvun 
lakimuutokset vaikuttivat käsittääkseni paljon toimintoihin. 
 
Käytän aineistoa kurssin S 2.10. Approaches to work development (AWD-2012) –
essee kirjoittamiseen sekä Learning processes in Change Workshop; pro gradu 
työhöni. KURSSITEHTÄVÄ: "Collect historical data to find out what kind of 
interventions have been conducted in your selected workplace. Analyze these data 
using the contents of the class." 
 
esim. kysymyksiä (joko "yleisellä tasolla" tai joidenkin metsäkeskusten tapauksina): 
* Mitä kehityshankkeita Metsätalouden kehittämiskeskus Tapio tarjosi / toteutti 
alueellisissa metsäkeskuksissa? 
* Minkälaisia menetelmiä on käytetty (alueellisten) metsäkeskusten  organisaatioiden 
ja henkilöstön kehittämisessä? 
* Miten henkilöstö (johto ja työntekijät) kokivat käytetyt menetelmät, mm. 
osallistumisensa ja vaikutusmahdollisuutensa? 
* Millaisia konkreettisia muutoksia työssä ja työprosesseissa toteutettiin? Miten 
menetelmät toimivat käytännössä? 
* Millaiset muutoksen koettiin hyödyllisinä ja millaisiin asioihin olisi pitänyt kiinnittää 
enemmän huomiota? 
* Miten organisaatioiden kehittämishankkeissa mahdollisesti sovitut kehittämiskokeilut 
etenivät hankkeiden aikana ja sen jälkeen? 
* Mitä muita kehittämiskokeiluja hankkeiden jälkeen aloitettiin / toteutettiin? 
* Miten organisaatioissa (johto, esimiehet, sisäiset kehittäjät ja muu henkilöstö) 
hyödynsivät hankkeissa opeteltuja menetelmiä ja välineitä? 
* Millaisia hyödyntämismahdollisuuksia nähtiin? Mitä esteitä ilmeni menetelmien ja 
välineiden käytössä? 
* Miten henkilöstön työhyvinvointi kehittyi muutosten kuluessa? 
 
Meneillään oleva muutostyöpaja on hyvin dokumentoitu, joten niiden osalta kuulisin 
tähän asti kertyneistä kokemuksista kommentteja tai jos kentältä on tullut palautetta 




Ystävällisin terveisin Eini von Becker 
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DATE 20.11.2012, 22.2.2014
The aim for the change workshop was to examine and trace typical disturbances at 
work, what are new type of disturbances what are connected to the changes in work. 
The aim was to choose some disturbances for closer examination, e.g. in regard to 





























1 Okey. Sitten voitas varmaan alkamaan purkamaan tätä ryhmätyötä. 
Niin päästäs vielä sitten (--). Tarkemmin noita asioita käsittelemään. 
1
2 Lähetäänkö sitten ykkös ryhmästä liikkeelle. 1
3 Tuota, mites tätä esitellään [tms. hälinää taustalla, vaikea saada 
selvää]
1
4 Tota, ihan niin, että kun teillä on niitä häiriölappusia siellä, niin ne 
laitetaan aina siihen kohtaan, mihin te ootte sijoittanu sen siinä. 
[Tuunko minä sinne] Joo. Lyhyt kommentti, että minkä vuoksi siihen.
1
5 Pyritään semmosiin lyhkäsiin, tiiviisiin perusteluihin, koska meillä on 
tässä kakskymmentä häiriöitä. Varsinkin  itsestään selvät. Sitten jos on 
semmosia, mitä enemmän pohditte, niin ihan mielellään tuokaa esille, 
tässä me mietittiin sitä tai tätä.
1
SUMMARY 0 0 4 1 0 0 0
6-13
6 En mä tässä niin hirveesti viihdy. ][Elä nyt, kyllä me tiedetään] 
Lähetään tästä. Tämä oli tämmönen häiriötilanne. Allekirjoitus  oli  Rata 
puolelle liittyvä, mulle aika outo juttu, mutta joku semmonen 
ristiriitanen tiedonantaminen, että tarvitaanko allekirjoitusta vai ei. 
Sijotettiin se suunnilleen, aika tota, ainakin tämä aika harvinainen häiriö, 
ei mikään uusi. Ehkä pannaan vähän alemmaks. Kommentoikaa te 
jotka tiijätte paremmin, että onko
1
7 Oisitteko Rata-puolella sijoittaneet sen samaan kohtaan? 1
8 Mä en nyt ihan tarkalleen sitä yksityiskohtaa muista. Mutta joku 1
9 (--) juokseva asia, joka siellä meillä jatkuvasti menee. Käytäntö on 
ollut, että niitä allekirjoituksia ei oo vaadittu, vaikka se pitäis siellä olla. 
Tämä on johtavan esittelijän pohdinnassa, mutta viimeinen sana tällä 
hetkellä. 
1, 2B
10 Sit oli tämmönen tietojärjestelmiin liittyvä henkilökohtaiseen 
osaamiseen liittyvä juttu,  että on uus Aarni-järjestelmä ja tämä oli 
minun kirjoittama häiriö. Minä voin tunnustaa. Piti tehhä jotain 
semmosta korjailua ja poimintoja. En vaan pitkän maastorupeaman 
jälkeen, kun meillä on hirmu tiivis maastojakso ollut, ja ihan semmosta 
rutiinia on tehty, että otettu tietoa maastotallentimelle ja käyty 
maastossa ja purettu pois ja sit kun tuli tämmönen, että pitää jotakin 
korjailla ja tehä. Piirtää sinne uusia juttuja ja tehä poimintoja. Ei vaan 
muista, eikä osaa. Ja se toistuu. On uusi ongelma ja toistuu minulla 
ainakin ja monella muulla kolleegalla,  aika tavallinen juttu. [joo] 
Haluuko joku tuohon kommentoida, onko sulla samanlaisia 
kokemuksia?
1, 2B
11 Ei. Uutta opetellaan ja aina vaatii vähän työtä. 2B
12 Varmasti tässä henkilökohtaisella tasolla on paljon eroja. Monet on 
paljon fiksumpia. Monet on paljon fiksumpia kuin minä. No joo. Sit on 
tämmönen AMKV, Aste-masto-Kemera-Virta -järjestelmiin liittyvä 
juttu häiriöitä on . Se on kuulemma ikuisuusongelma ja toistuu 
jatkuvasti. On toistunut jo hyvinkin vissiin vuosikausia. Oliko oikea 
tulkina? [On] [Naurua ja hymähtelyjä]. Sit oli tommonen, että Aarni ei 
toimi. Häiriöitä Aarnissa. Se on uusi ongelma ja tuota ei nyt niin ihan 
joka päiväinen, mutta melkein, että pannaan tuohon kohtaan. Uusi 
järjestelmä. Häiriöitä on. Häiriöitä on aina silloin tällöin. Ja sitten on vielä 
sitä kuormitustilanteita, että ei oo varmaan kapasiteettia, kun sitä 
käyttämässä on paljon ihmisiä. Se kaatuilee ja useita. Sitt oli 
tämmönen metsätietopalvelun ruuhkatilanne. Tää on joku 
metsätietoasiantuntijana toimiva, kokee, että on. Kun tuli tämä Aarni 
juttu, uus juttu, niin otetettin meillä ainankin niin hirveen isoja alueita, 
valtavan isot alueet. Kaikki on ihan uutta. Hirvee paniikki, ei pelkästään 
tämmönen asiantuntijana olevalle, vaan meille kenttätasolla oleville, 
että yht'äkkiä tuli ihan mahottomasti uusia asioita, että kauheen 
laajasti lähettiin siihen hommaan. Ihan paniikissa. Minä olin ainakin välillä 
ihan paniikissa, siinä,  ei tiennyt yhtään, että  [Joo] Tämä 
nimenomainen häiriötilanne on varmaan ollut koko ajan päällä. Niin että 
uusi ja toistuva. 
1, 2B
13 No niin hyvä. Kiitos. Mennäänkö sitten kakkosryhmään? 1












4 CONTENT LOGI 2 Change 
workshop, 2nd session 
Persons present:
Organizing the beginning of the session






































































































1st Change workshop, 1st session, 31.10.2012 0 3 1 4 11 21 0 0 0 0 0 0 0 0 0 0 12 28 0 1 11 17 3 1 5 78 26 47
1st Change Workshop, 2nd session, 31.10.2012 0 30 1 5 17 54 0 3 0 0 0 0 0 0 0 0 18 92 4 5 22 14 4 1 11 171 48 112
2nd Change workshop, 1st session,  20.11.2012 1 3 1 1 8 4 0 0 0 0 0 0 0 0 0 0 10 8 0 0 13 3 12 4 4 54 35 15
2nd Change workshop, 2nd session 20.11.2012 0 29 0 0 9 27 0 0 0 0 0 0 0 0 0 0 9 56 0 2 11 2 2 0 8 90 22 60
2nd Change workshop, 3rd session, 20.11.2012 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 2 5 18 9 9 6 49 29 20
2nd Change workshop, 4th session, 20.11.2012 2 17 0 0 24 27 1 4 0 0 0 0 0 0 0 0 27 48 1 3 24 31 0 0 5 139 52 82
3rd Change workshop, 1st session, 10.1.2013 1 0 1 0 1 0 0 0 0 0 0 0 0 0 0 0 3 0 0 0 26 22 2 0 0 53 31 22
3rd Change workshop, 2nd session, 10.1.2013 1 16 0 0 9 21 0 10 0 0 0 0 0 0 0 0 10 47 1 5 22 10 2 0 1 98 35 62
3rd Change workshop, 3rd session, 10.1.2013 3 33 0 2 10 63 4 23 0 0 0 0 0 0 0 0 17 121 4 6 23 8 4 0 6 189 48 135
 4th Change workshop, 1st session, 10.1.2013 0 1 1 5 6 7 1 0 0 0 0 0 0 0 0 0 8 13 2 6 6 2 3 0 1 41 19 21
 4th Change workshop, 2nd session, 10.1.2013 0 3 0 6 0 3 4 17 0 0 0 0 0 0 0 0 4 29 3 1 35 21 2 0 4 99 44 51
 4th Change workshop, 3rd session, 10.1.2013 0 1 0 1 0 0 2 14 0 0 0 0 0 0 0 0 2 16 3 5 27 25 0 0 1 79 32 46
5th Change workshop, 1st session, 15.3.2013 0 17 0 2 0 9 4 18 3 38 0 6 0 4 0 0 7 94 0 1 27 10 5 2 5 151 39 107
5th Change workshop, 2nd session, 15.3.2013 0 0 0 0 0 0 4 8 6 15 0 2 1 5 0 0 11 30 1 5 22 5 9 0 4 87 43 40
1st Change workshop 31.10.2012 0 33 2 9 28 75 0 3 0 0 0 0 0 0 0 0 30 120 4 6 33 31 7 2 16 249 74 159
2nd Change workshop 20.11.2012 3 49 1 1 41 58 1 4 0 0 0 0 0 0 0 0 46 112 3 10 66 45 23 10 17 332 138 177
3rd Change workshop, 10.1.2013, 5 49 1 2 20 84 4 33 0 0 0 0 0 0 0 0 30 168 5 11 71 40 8 0 7 340 114 219
4th Change workshop 10.1.2013 0 5 1 12 6 10 7 31 0 0 0 0 0 0 0 0 14 58 8 12 68 48 5 0 6 219 95 118
5th Change workshop 15.3.2013 0 17 0 2 0 9 8 26 9 53 0 8 1 9 0 0 18 124 1 6 49 15 14 2 9 238 82 147
Total summary by interventionist and 
participants
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